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ABSTRACT 

" x The first- section of this manual contains a selective 
review of organizational change literature which focuses on 
predictive institutional variables as they affect the 
adoption-diffusion process- The second section describes the 
development of the Trouble Shooting Checklist (TSC) . The third 
section presents two Trouble shooting^ Checklists (TSC- A and TSC-B) 
and instructions for taking and scoring the tests. The TSC- A focuses 
on institutions which are concerned with adopting modules, and the 
TSC*-B focuses on institutions which are concerned with adopting a 
psychological assessment battery with a counseling orie tation. The 
fourth section describes the development of the scoring system asfcd 
describes a summary of the score ranges for the checklists.' The fifth 
section describes typical sequencing of events and action 1 
interventions for institutions which are either ideally, marginally, 
or unacceptably suited for the adoption of innovations, The final j 
section of the manual offers guidelines for change agents faced with\& 
differing institutional situations. (Author) 
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May your children live In a time of change. 

— Chinese curse 
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Change has become a way of lite. How change is accomodated and 
facilitated is the focus of the CBAM Progranj of UTR&D. 

'A -model of the innovation adoption process, the Concerns-Based Adop- 
tion Model (CBAM), has been developed from empirical evidence. The 
CBAM depicts innovation adoption in educational institutions as a develop- 
mental process in which each user of the innovation demonstrates suc- 
cessively higher qualities of use of the innovation. The CBAM also depicts 
innovation adoption as a process capable of being facilitated by trained 
adoption agents who pace and personalize their interventions on the basis 
of the assessed personal needs and motivations of the individual adopters, 
By being sensitive to -the concerns of users and by seeing use of an inno- 
vation as a developmentai process, adoption sgents are expected to be 
able to reduce the threat change poses to individuals and to increase the 
likelihood of an educational institution integrating an innovation at a high 
qdality ievej of use. 

- This program seeks to validate the CBAM through studies of innovation 
adoption in schools and universities. Its products will be tested and func- 
tional tools for active educational change agents. 
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I 

The first ^section of this .manual contains a selective review 

* X. * 

of organizational change literature which focuses on predictive , 

' * ... 

institutional variables as they" affect the adoption-diffusion pro- 
cess% The second section describes the development of the Trouble 
Shooting Checklist (TSC) * The ;Mhird section presents two Trouble 
Shooting Checklists (TSC-A and TSC-lO nnd instructions for taking 
and scoring the tests . The TSC-A focuses on institutions which 
"are concerned with adopting modules , and the TSC-B focuses on 
institutions which are concerned with adopting a psychological 
assessment battery with a counseling orientaticn. The Fourth 

9 

section describes the development of the scoring system and de- 
scribes a summary of the score ranges for the checklists. The 
Fifth section describes typical sequencing of events and action 
interventions for institutions which are either ideally, marginal 1 

or unacceptably suited for the adoption of innovations; The flnnj 

^> • 
section of the manual* offers guidelines for charigt* agents faced 

with differing institutional situations. 
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. Of The Organizational Change Literature 
Focusing On Predictive Institutional Variables 
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Organisation of the Selective Review * ; 4 



- The first section of "the review gives an introduction to 
the organizational change literature and provides general background 

.information. In this section the general problems in the area are 
discussed . The remaining sections of this review focus on the follow 
ing aspects of the adoption- diffusion process: V) -stages of adoption 
2) the role of communication ; 3) the role" of the change agent ; 

• *♦) . the problem of classifying institutions by their change potential 
5) the role of institutional variables (this section includes an 
identification of ideal, marginal, and unacceptable institutions with 
respect to /their potential for successful adoption) ; and 6) the 
problem of choosing change strategies for differing types of insti- 
tutions .. 

Introduction and General Background Information 

Various approaches to the study of innovation have been estab- 
lished, Wil lower (1970) names three such approaches. The first 

stresses the .content of the curriculum and the preparation »of mater- 

. » ** 

ial to correspond with the program objectives of particular fields 
% 

of study. A second approach, referred, to as a "process" approach, 
considers innovations irt terms' of s the interests and needs of the 
students , presupposing that learning, is increased when students 
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have positive attitudes and high motivational levels. A third 

approach to the literature on innovation in education is .that 

of adoption-diffusion." Willower describes this approach ias having 

emphasis . . .on . . .adoption and diffusion/ including such fnc- 
fors as the characteristics of early and late adopting units, 
the rate of diffusion and distinguishing features of innova- 
tions that accompany variations in this rate. :.]the adoption- 
diffusion approach] . . .has its historical roots in rural socio, 
logy, anfl the study of new* farming practices fp. ,388-389) . 

t ' EichhoX z and Rogers (196U) , using the "adoption-diffusion" 
approach to innovation, describe diffusion as the complete process 
by which an innovation is communicated,* disseminated, "and finally 
adopted throughout a user system.*. 

The adoption and diffusion of innovations has typically been 
a difficult and complex process . The length of time 'involved from 
the initial awareness of -a need to the final 'diffusion -of %n in- 
novation throughout a user system varies from institution to in-* 
stitution . Certain agricultural innovations reported an average - 
time lag of 1.54 years between the time of awareness and adoption - 
CBeal, Rogers, & Bohlen, 1957). Studies of other technological 
innovations suggest that five to* ten years is a typical time lag 
(Voegel, 1971), As Mort (1964) states in reference to educational 
innovations: 



XI 



The early studies indicated that change /, .comes about through, ' 
a surprisingly slow process and follows ja prodictableVpatf ernY, 
Between insight into, a need. . .and the introduction of a* way , 
meeting the need . . .there is typically a lapse of a»~half -century / 
Another half -century is 'retired for the diffusion* of the adapts- 

„ tion. - During the half- century of diffusion, .the practice is not 
recognized until it has appeared in 3% of the systems of the 
country. By that time, fifteen years of- .diffusion -.-or indepen-^ 
dent innovation— have elapsed . Thereafter, there is a rapid 
twenty years of diffusion, accompanied ,by much fanfare, and then 
a long'' period of slow diffusion through the last small percentage 

. • -of school systems (p. 318).. • \ . * , 

' %• 
* i * •* 

This tremendous time lag, together* with reports from the IK § . 
Department of Commerce that up to 90% of all innovations fail -within 
four years after being introduced (Rogers & Shoemaker , 1971)\ indicates 
the size of the problem faced in implementing innovations in our edu- 
oational systems. In order for our Educational system to keep pace 
with our rapidly 'changing society, more expedient .methods of inte- 
grating innovations into organizations are bei,ng;devel oped . One- such 
method involves the use of a versatilely trained social science 

i - 

professional in the role of a change agent . ' Such, resca-rch- based 
iifconts are proving to be a cruc.ial link between information 'centrrs 
■and the classroom (Cooke & Zaltman, .1972; Kerins Q,t al., 1971; 
Riebburg. V)7.0 ; Voogel , 19.71)/ The change agent fills this role . 
"as a learnii g system expert in cooperating ^with the faculty to 
design, implement and evaluate, new. instructional strategies* and ' 



approaohfi (Voegol, H\71, p. 59) .- The change agent must be able 
to translate a conceptual model into a learning or instructional ; 
"model, which he then introduces ant) helps' to integrate into 
an organization. This requires not only an understanding. of the 
innovation, but knowledge of the facilities, location aid, infor- 
nation resources, staff, and materials of the institution (Voegel, 
Wl), The strategy for .introducing and presenting the innovation 
would depend on these .variables . The change.- agent also must be able ' 
•to use behavioral science- techniques specific intervention points 
(BeQkhard, i9o9) which vary from institution to institution and 
with particular innovations (Rogers £ Shoemaker , 1971 ; Stuart-Kotze , 
1972). The job of the change agent then, is nothing less than "that 
of harnessing-the^bureaucracy, of creating structures designed to 
nurture a genuine concord 'of- -values; goals, and action (Willower, 1970, 
p. 3T0) in other words, he guides ^fre^doption-dif fusion process. 

The change agent's. work has been hampered, in part, by incomplete 
information in the literature concerning organizational variables in 
relation to the adoption of an innovation. Willower (1970) , in his 
discussion of the adoption-diffusion literature, specifically points 
to the basis of this problem: 
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The adoption-diffusion model has been raS*er fruitful , but 
• it derives frcm a tradition that addresses adoption by indi- 
viduals rather than by organizations. Hence, a typical and a 
key concern has been characteristics of persons who vary in 
r adoption rates (p. 389). \ 

. „ Rogers and Shoemaker (1971) also point out the need to consider 

variables other than characteristics of persons involved in the adop^ 

\ 

taon process. They suggest that an investigation of how the proper- 
tics of an innovation and its presentation affect its rate of adoption 
could assist the change agent in predicting the success ^of various v 
presentations in particular institutional settings. While x their 
emphasis is clearly on the properties of an innovation and their 
perception by the institution, the need for a predictive measure of 
some sort is also stressed. However, even with a means of rating 
particular properties of innovations, there still remains the 'problem 
of rating institutional adoptability. Hilfiker (ia?0) directly 
addresses himself to this problem. He argues that 

Little attention has been given to the social or psychological 
characteristics of. the receiving system (such as a school or 
school system) and how these characteristics might affect the 
fate of a given innovation or change . . .If it becomes possible 
to consistently diagnose and evaluate the "state" of a school 
system's organizational climate, it might be feasible to modify 
( the adaptability of professional personnel and to change or create 
organizational structures and processes which tend to enhance 
the possibilities o/ successful institutionalization of innova- 
\ Lions. An instrument designed to .provide data appropriate to 
V such change processes, with the ultimate objective of modifying 
\ tho system, migtyt also aid in id'ei vlfying conditions contribut- 
\ ing to excessive change or unstable conditions. An analysis of 
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such conditions might indicate that the system should 
. achieve or return to a state of equilibrium rather than 
undertake extensive change efforts (p. 27) . 

Such an instrument might assist in making the kinds of predictions 
Rogers and Shoemaker suggest. With information on variables within an 
institution, the change agent would be better prepared to predict the 
success or failure of particular strategies employed in introducing 
an innovation. Since organizations vary, strategies of implementing 
innovations must also vary. Harrison (1970) states that there *is 
" a rea ) need for conceptual models which differentiate intervention.* 
strategies from one another in a way which permits rational matching 
of strategies to organizational change problems (p . 182) ," Without 
such an instrument to assist him, the change agent is unable to quickly 
and accurately assess an "organizational situation and make informed 
decisions with respect to time and resources early in the diffusion 
process, and thus loses valuable time. Because predictors , of potentially « 
successful adopters of innovations have pot been systematized, it is only 
through considerable experience that a change agent can recognize indica- 
tors 'of the level of adoptability of an- institution. An instrument which 
would act as a definitive guide' to; a change agent could be a systematic' 
short cut. to many painful' years off trial and error experience. Addition- 
ally, s«fl| an instrument could assist an experienced change agent in orga- 



nizing the cues to which he instinctively responds. 

The checklist which follows this paper is such an instrument and 
is designed to predict a given institution* s success in adopting 
innovations by ordering its levels of concerns and innovation usage. 
It is based on actual change agents' experiences in the field and 
is supported by the literature review. The c hecklist organ izes the 
information about the environmental events, personalities, and orga- 
nizational structures upon which the change agent must base his decisions 
concerning subsequent interventions in the diffusion process. As the 
change agent completes the checklist, an institutional /profile emerges, 
classifying the institution as an ideal organization for innovation, 
a marginally acceptable organization for innovation, or an unacceptable 
institutional situation. Two different types of innovation-adopting 
institutions are considered-: — the~f irst . type is one in which a module 
has first been* adopted, served as a catalyst, and consequently set a 
chain »of events dn motion; the second type of institution "is one in 
which a psychological assessment battery with some form of personal Y 
counseling orientation has been adopted. The latter type of adoption 
characteristically results. i^.n a different chain of events from the 



former. Following the checklist are a series of' action intervention 
sequencea and guidelines for the change agent, Oboth of which corre- 
spond with the possible institutional profiles * These ^ascriptions 
are based on a review of the literature as well as on the actual re- 
sponses of the experienced change agents.. * v 

/ 
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The main objective of the checklist, then, is to assist an 
educational change agent in' predicting his chances of successfully 
helping an* institution adopt an innovation. It is an instrument * 
which will give order and predictive meaning to information gathered 
from otherwise unknown 'institutional variables. 
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Stages of the Adopt^on-Dif fusion Process ' 

Research about change indicates that there is a defined process 
which any innovation, or adaptation goes through bef ore becoming 
implemented or institutionalized. The change process appears to 
have definite stages or elements which can be studied and which 
lend themselves to the development of strategies to encourage 
the ultimate implementation of the desired outcome (Hughes & 
Achilles, 1971, p. 841) . - < « 

As was mentioned earlier, the s^ludy of innovation as an adoption- 
diffusion process -originated in the study of rural sociology -and " 
new farming practices (Willower, 1970) ' Five stages in the adoption- 
diffusion process have been established to describe agricultural 
innovations: 1) awareness; 2) interest; 3) evaluation; <+) trial; 
and 5) adoption (North Central Regional Rural Sociology Subcommittee, 
1955) . - These stages, have been empirically validated in a study con- 
ducted by Beal, Rogers , and Bohlen (1957) . One hundred and five farmers 
in a central iQwa town were questioned about their adoption of anti- 
biotics for use with swine. This innovation became a fully » diffused 
practice by 1955. The farmers questioned indicated by their responses 
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that most 6f them had in fact passed through these five stages. 
Additional information gathered on the innovation processes of 

* 

farmers who had adopted use of a chemical weed spray, the practice, 
of preserving food- by freezing, and the use of synthetic fabrics 
als,n supported the five-stage model of the^doption-diffusfon process . 

The literature on the change process in the field of education, 
indicates that similar stages j^xist for educational innovations . 

Wolf and Fiorino (1072) , after conducting an in-depth study of the 

\ 

experiences of some six hundred educational innovators, conceded 

that the five stages of. adoption-diffusion as cited in literature 

on agricultural ijrfnovatidns , are generally applicable to the field of 

education. While there are many similarities between models suggested 

•** - . . > 

by educational innovators and agricultural change models, there are 

some differences in -emphasis and detail. Rogers' and Beal's model 
(l')£8) corresponds exactly wijrh the agricultural change model and , 
is derived from it. Hughes and Achilles (1971) include the | five - 
stage model (Rogers, 1962) in an "adoption" "Category and establish 
"diffusion" as a category in itself. Vojegel's model (1971) .^tists 
awareness as an .environmental condition and includes interest, evalu- 
ation and trial under the heading. "change process." ,A third category, 

""implementation," is divided into: a) decision to adopt* b) analysis 

< : ■ * 

by. the change agent, and c) feedback to., the change agent.. Smith (1970) 
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'describes a model Based the experience of CITE, (Center 'for Innova- 

tion in Teacher Education) , a change agency. This model consists of 

two general stages in innovation: the creative phase (which continues 

.throughout the* change process and includes anything having to do with 

the development of a model suited to a particular organization) , and 

the assimilative phase (which includes dissemination of in*>rmation, 

demonstration, training, and installation). A model developed\by 

Cuba and Clark (1967) lists research, invention, design, dissemina^ 

tion, demonstration, trial, installation, and institutionalization as 

the stages of the adoption-diffusion process. Brickell (1961) limits 

his model to design, evaluation and development. Lee (196**) includes 

goal setting, problem definition, research, program development, field 

"** . > , , 

testing, dissemination, and implementation in his model. 

\ # . " 

All of these models have -certain characteristics in common. In 

* I 

the initial^ages of the adoption-diffusion process "there is 'an 
awareness *of a need or verbalization of a problem. Secondly, there 
must be an active interest in change, and information must be sought. 

Some evaluation of the problem must^hin.be mades'and possible solutions 

• V ■ 

considered. A product must be designed ^hich suits the "needs of the 
institution as they have been established. There must be some ki~>d 
of trial or testing period which may include demonstration and train- 
ing. Richburg (19705 determined that educational innovations that had 
been successfully adopted had been tried on a small scale first. Fi- 
nally, there must be a decision to adopit which is followed by the in- 
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stitutionalization and* diffusion of, the innovation throughout the 

"entire system. This final stage is the "process through which the 

♦ 

innovation gains acceptance and implementation (Hughes &- Achilles, 
1971, p. 8M2) ." Throughcrut the entire adoption- diffusdon sequencing,, 
constant modifications and adjustments must be made (Smith, 1970) , 
which may involve re-testing and re-^vlltm^^ agent 
is involved in the change process , then consultations may cqntinue 
throughout the diffusion stage (Voegel, 1971) . 

% * 

The Role of Communication 
In the Adoption-Diffusion Process 

* Jr ♦ 

Two generalizations cat* be made with respect to the role of , 
Communication in "the adoption-diffusion process. First, it has been 
found that particular kinds ,of information are disseminated* through 
specific communication sources/ Second, the timing of communications 
is ar^ important factor in the change process (Beal, et al . , 1957 5 
Rogers K Beal, 1958; Smith, 1970; Wilkening, 19561. 

Wilkening H (1956) identifies the following three types of in for- 
mation jyithin the adoption-diffusion process: fr l) hearing about the 
change; 2) information of help in deciding whether^ to try out the 
change; and 3) instructions in how to put the change into effect 
(p„ 362) He also identifies some of the same sources of informa- 
tion which are included in Rogers and Beal 1 s (1958) classification^ 



ZQ 



ERIC 



in 



They identify two general sources of coimtunieation: l) personal 
oonmunioations (face to face) ; and 2) impersonal^ communications . 
Personal communications of three types are described: 1) agency » - 
communications (from government agencies , ( bureaus, etc .) ; 2) infor- 

• mal communications (from friends, family, acquaintances) ; and 
3) commercial communications (from dealers, salesmen, etc.). Im- 
personal communication's include such sources as magazines, news- 

. papers , journals, TV, and radios 

Two extensive studies of agricultural innovations indicate that 
different sources of information are used at different stages of the 
change process (Beal, et al . , 1957; Wilkening, 1956) Findings 
also indicate that organizations of varying adaption rates use infor- 
mation sources in differing ways (Beal, et al., 1957). The earliest 
adopters use impersonal sources of information more than do later 
adopters, except, in the awareness stage. Late adopters are more - 
dependent on personal friends and acquaintances throughout (Rogers 
& Beal, 1958) . 

Impersonal sources' of information may be used during the awareness 
stage (Rogers X Beal , 1958; Wilkening, 1956), but often in conjunc- 
tion with personal sources (friends, relatives, etc:) who are aware 
of the particular situation. • Professionally- trainedv sources, such 
as the county agent or an agricultural instructor may be contacted 
as well (Wilkening, 1956). Personal sources are used* throughout the 
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information, application, and trial stages (Rogers <\ Btsii , 1 1 )SH). 
In t' e study conducted by Beal, Rogers and Bohlen, most farmers 
indicated that no additional information was sought at the .adoption- 
decision stage of the change process., This decision seems to be 
made largely on the basis of satisfaction with the trial. Studies 
indicate that institutions which successfully adopt an innovation • In 
educational settings usually have highly involved and active loaders 
within the organization (Carlson, 1964; Crandall, 1972; Fei tier X 
^.umberg, 1972;' Hilfiker, 1970). Wilkening points out the necessity 
for* action oh the parts of such key leaders especially during the 

t 

final stages of institutionalization and diffusion. v 

The Role of Change Agents 
In the Adoption-Diffusion Process 

c Research-based change agents are proving to be a valuable link 

s 

between information centers and the classroom (Cooke & Zaltman, 1972; 
Kerins etal., 1971; Richburg, 1970; Voegel* 1971) . Richburg (1970) 
found that the piJbsence of a change agent was the most crucial factor 
in the successful adoption of an innovation in an educational sotting. 
Demonstration and planned dissemination speed up the diffusion process 
(Hughes & Achilles f 1971) . One study even states that outside assis- 
tance seems to be the key factor in determining adoption of innova- 
tions by administrators (Kerins et al. , 1971). 
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Several studies stress the importance * of a cooperative rela- 
tionsfcip between. the agent and members y of the client system (Hall, 
1971; Harrison, 1970; Smith. 1970). Chesler and Arnstein (1970) \ ' 
however, emphasize that the consultant must be /prepared to .disagree 
with school administrators when necessary if he? is to function as an 
aid to groups within the organisation which sock positive educational 
chanse^- Certainly, one of the characteristics of an effective y 
change agent is his primary commitment to accomplishing 'a change* 
(Butts, et al 1970) . ■? 

Smith (1970)* describes in detail the work of a change agency- 

(CITE) . This agency acts- to "encourage the development, trial, evalua- 

tipn, and dissemination of a broad range of innovative programs', mate- * 

rials and practices in teacher education (p. 1) ." The group assists 

in such activities as administration, group processes , evaluation, 

dissemination, institutionalization- (which includes workshops and - 

demonstrations) , and training. They, do not perform these *f unctions 

outright, but rather, act as consultants throughout the change process. 

Smith emphasizes that by acting as consultants, the agency is able to 

' ' ' L 

maintain better relations with the, client institution. Some of the 
more specific functions of the agency are as follows:* ' 

1 «. calling attention' to critical problems in teacher education; 

2. reacting to ideas and encouraging their refinement ; 

3. encoui'aging people who represent a variety of desciplines, 
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institutions and points of view, » .to' oonwunieate with each 

other and to work together on projects of mutual interest; 
'U building anil maintaining a climate which is. conducive to 

the development of individuals and ideas; 
S. developing ideas into concrete proposals; 1 
ft. obtaining internal and external funds, equipment, space, 

and other resources to conduct projects; v 

7. providing opportunities for specialized training in 
strategies and tactics of design, evaluation, dissemination , 
and other aspects of research and, development; 

8. providing assistance in' the evaluation of project goals; * 

9. disseminating ideas „ practice^,' project .results , information, 
and other items of interest through a variety of channels ; 

10. promoting the transfer of promising ideas, practices, pro- 
grams, and teehaigues to settings other than those in which 
they were developed;' * ' - 

11. 'obta inifig visibility and other rewards for persons* who are 
, trying out new ideas;. 

12. preparing reports, budgets, personnel forms ^ and other routine 
, administrative services (p. 10-11) , 

The' Problem of Classifying 
Institutions by Their Change Potential 
Rates of adoption have been used by invest iga for s as the basis 
for categorizing institutions. Studies .indicate that adoption rates « 
eon be graphically illustrated by an S -shaped' curve (Alba, 1969; 
Beal et al., 1957; Carlson ^ 1964; Mort, 1964; Rogers & Shoemaker, * 
1971), 

The S -shaped adopter distribution rises slowly at first 
when there 'are few adopters in^a time period. Then it 
.accelerates to a maximum when half of the individuals in 
> the system have adopted. It then increases at a gradually 
, slower rate as the few remaining individuals finally adopt. 
(Rogers & Shoemaker, 1971, p. 178). 
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Ttic S~shapcd cur^e is explained iri part by learning curves 
(Bral'ot al., 1957; Rogers & Shoemaker „ 1971) and in part by * 
• ty -diffusion effect"' (Rogers & Shoemaker; 1971), s The diffusion ' 
offeot is defined as " * 

\ . -the* cumulatively increasing degree o£ influence upon 
f ^ividufil to- ad opt or reject an innovation, resulting 
Iron, the a^cr easing rate of knowledge and adoption or rv- 
• jcotipn of the innovation in the social system (p. .1611. 

, 0n ~*t* -basis of 'the S -shaped and the related boll-shapod curves 

ot adoption-diffusion, Rogers and Shoemaker (1971) classify JnstKu^ 

tions by the following categories: innovative, early adopters, early 

majority, late -majority and laggards, In another study , Smith (1970) 

developed a grid identifying four types of institutions <on the basis c 

two institutional variables: One variable's the degree of change 

sought and the other is the level of involvement of mefnbera jjoT J ho 

organ iy.nt ion/ When both* the level of change sought and drgr£. of 

involvement are high, then the • institution is described as ideal for 

Innovation. When they are both Lowj the institution is likely to 

•be unsuccessful in adopting an innovation. When the institution has 

high involvement and low change or high change and low involvement, 
then, chance* are moderate that the innovation will be successful 

The instrument which is developed in this pa^er includes detail,,] 

descriptions similar to those offered by Rogers and Shoemaker (1971). 

Tt usos these many .Inscriptions as institutional variables in order 
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to predict the success of an innovation in much the seme way as 

. v * • » * • 

Smith's (1970) model ^ The instrument's value would lie primarily 

in its capability of yielding a brief summary 'profile -enabling " 

* * * 

the change agent to make a decision concerning the institution's 
likelihood of successfully, adopting an innovation. The change 
agent would be concerned with identifying two extreme cases! the > J 
ideal institution in which successful adoption in a reasonable 

I 

amount of time can be expected; and, the clearly unacceptable insti- 
tut ion which would require an unreasonably investment of time and 
^resources . A third interest would be the identification of marginally 
accept afrl e institutions which would be strong in some areas but weak 
to the point of endangering the adoption-diffusion process , in other * 
^reas . The category of marginally acceptable is the most difficult 
to conceptualize. This category includes institutions that would be* 
rated highly on some institutional variables and low on others. Rogers t 
and Shoemaker T s middle ranges (early adopters, early majority, and late 
majority) are included in this category. The marginally acceptable 

> 

range, then, will include institutions of varying adoption rates which 
are not clearly ideal or unacceptable . In addition, this marginal 
category includes Smith's two middle categories, since they overlap 
when discussed in terms other than the degree of change sought and 
1 evel of involvement . < 
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There is no intent here to dismiss the importance of the - 
many distinctions which can be made within this mid-range. Indeed, 
the nexr logical step in the development of predictive instruments 
of institutional change potential would . be a direct focus on the 
clear delineation of different marginal cases. 

.The Role of Institutional Variables 
in the Adoption-Diffusion Process 

Although the literature contains descriptive models of insti- 
tutions based on rates of adoption, systematic categorizations of 
organizational variables which would affect the adoption-diffusion 
process, have not been found. Because of the need to ns olid ate 
a vast array of organizational variables, from many stud « s, the 
following categories will be used: 1) organizational structure: 

2) personality and leadership styles of organization members; 

3) communications; M) level of usage; -and 5) characteristics 
of students within the institutions. Since the literature has in- 
dicated that there arejpany similarities 7 between agricultural vari- 
ables and educational variables which affect the adoption-diffusion 
process, some of the findings included in this section are derived 
from agricultural settings. 
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Tdeal In stitutions for Successful Adoption of Innovations 

Organizat ional structure „\ One measure of an institution 
suggested by MeGrath (in Bolman\ 1970) is the degree' of "democratic K 
governance."' "Democratic governance has to do with the extent to 
which individuals^ in the campus community who are directly affected 
by a decision have theNopport unity to participate in- making the 
decision (p. 595) . M \ • ./*'", 

Hilfiker (1970), in a st^dy conducted to 'determine what inde- * 

pendent variables were related \o successful innovation in school 

systems, collected empirical support to illustrate the' importance of 

* \ < * 

democratic governance . The followingv variables were found to be 

- statistically significant at the .05 probability level: social 
support, provided by administrative personnel as perceived by pro- " 
f ess ional personnel; satisfaction with the quality of problem 
solving and the amount of time spent on it .during staff meetings ; • 

'the degree of 'powcrlessness felt during faculty and administrative 
/council meetings; and the degree of openness and trust felt within 
the organization. "Openness" is a key word repeatedly used to describe 
the ideal institutional climate (Hearn, 1970; Hilfiker, 1970; Smith * 
1970). However, Maguire (1970) points out that bonflicts might be 

- expected when structural change is introduced in such an "open," 
democratic institution. 

Institutional mechanisms must be present which encourage and 
_£aG^itate_ changes i) time and resources must be made available;. 
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<) . freedom to. try ^novations without fear of penalty for failure 
must be guaranteed by* the organization; 3) there should be rewards 
for* the successful' adoption of innovations ; and U) control of sub- - 
stantial financial resources may be necessary to absorb the uuyjrs 
of possible failures (Smith, 1970) . It has been found that the 
most successful "innovation adopting institutions have higher expend!* 
% tures per pupil, more local commitment of funds, and higher family 
incomes (Bigelcw, 1947; Hearn, 1970; Ross, 1958)1. 

In general, the successfully adopting institution is larger in| 
size (Hearn, 1970; Rogers, 1962) and has more active participation 
from all members of the organization (Hearn, 1970). , 

Personality and leadership, styles of organization members , The 
literature indicates that administrative support is needed* to create 
an institutional climate receptive to and actively encouraging inno- 
vation (Brightman, 1971; Crandall, 1972; Peltier & Blumberg, 1972; 
«. >» 

t k « 

Smith,' 1970) , * In general, innovative administrators are described as 

more cosmopolitan than non- innovators (Rogers, & Shoemaker, 1971; - 

Ryan & Gross,. 1943; 4 Wolf 1 & Fiorino*, 1972) . They are likely to have 

been born in rural environments I to have moved more often and have 

.attended more out-of-state meetings. (Hearn, 1970) than non- innovators. 

* » n * '* * 

tt • 

It has been determined that those administrators who are better edu- 
cated (Carlson, 1964; Hearn, 1970) , have* more experience as aoministra 
tors (Hearn, 1970) and have the highest- level of interaction and. in- 
volvement (Carlson, 196 t) are the most innovative. Innovative insti- 
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tut ions also have more opinion leadership than non-innovative 
institutions (Rogers & SApemaker, 1971), and while age isn't 
necessarily an important variable, younger administrators are 
often more innovative (Hearn, 1970) . 

.■»*■• 
Innovators have a willingness (Feitler & Blumberg, 1972) and 

even an eagerness to try new ideas. They often exist as a clique 

of friends who communicate closely even when geographically distant* * 

(Rogers & Shoemaker, . 1971) . * . 

• Communications . Information on the nature of communications 
" • 

between change agents and client institutions is limited, But 
there are indications that communications occur more frequently with 
earlier adopters than later adopters (Rogers & Shoemaker , ^1971) . In- 
stitutions which have better internal communication systems also have 
a greater diffusion effect and therefore a raster diffusion rate 
(Rogers & Shoemaker, 1971), f 

Levels of usage . The greatei/ the number -of innovations tried in 

the past, the greater the, chances of adoption of 'the new product 

» 

(Hearn, 1970) . Based on the S- shaped curve of rates of diffusion, 
ideal institutions adopt innovations at a very high level early in 
the adoption-diffusion pgpcess . 
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, V Characteristics ,of students . "Students of innovative institu- 
tions are primarily from higher income families (Bigelow, .1917; 



Hearn, 1970; Ross, 1958). They are able to make contributions tp 
the organizational whole and their ideas and suggestions are/ \ 
heard (Hearn, 1970) . They perceive their institution as an "ideal" 
learning situation (Crandall , 197?). 



Marginally Acceptable Institution for Successful Adoption of Innovations 

Since the largest number of institutions will fall under "this 

category and because many of these institutions will have varying 

rates of adoption-diffusion, it is not likely tha^t any one institu- ^ 

tioji will have all , of the f ollowing characteristics in the same degree . 

The more ^the statements characterize the institutional variables of a 

given seating, the greater the chances for a speedier adoption; and, 

conversely, the less the statements characterize institutional variables, 

the less .likely will be the chances for a successful and speedy adoption* 

K .. . * 

Organizational structure . There is, unfortunately, much more 

* » 

information on personal characteristics of adopters. than on organiza- 
tional variables (Hilfiker, 1970; Rogers & Shoemaker, 1971; Willower, 
1970) . The marginally acceptable institution is described as having 
a "well- integrated" system. The more innovative the institution, the 
more modern will be its institutional norms; the less innovative, 
the more traditional the norms. Later adopters in this category are 

29 



likely to .adopt only because of economic necessity or increasing > 
social pressure (Rogers & Shoemaker, 1971) . 

Personali ty and leadership styles of organization members . > The 

* 

more innovative the institution, the more opinion leaders thero will 
be. The leaders yiXX be better educate'd,. have higher social status, 
greater upward social mobility, 'will be members of larger^ organ iwat Urns 
and will be more favorable towards change, education and science. They 
will be less fatalistic, have higher levels of achievement motivation, 
higher aspirations, will be more cosmopolitan, and will have greater "* 
exposure to mass media and, interpersonal communication channels 



(Rogers & ShoemSfer, 1971) . 

v. • 

Communications . The more innovative the institution, the more 
contacts there will be between thp institution and the change rrgent 
(Rogers & Shoemaker; 1971). ' * • ♦ 

lYevel of usage . Based on the S- shaped curve of rates of diffu- 
sion, some of the marginal institutions will adopt fairly early (1 3:5%). 
most will adopt after the initial adoption by others (3*4%) , and a^ large 
number will adopt after the majority (34%) (Rogers & Shoemaker, 1971) .' 
The level of -tisage of innovations thus increases . by large percentages * 
among the institutions within this category. 

Characteristics of students . No^information relating directly to 
student populations of these institutions wae found. However, after 
examining descriptions of .more innovative institutions and less inno- 
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vativc institutions, it can be reasonably expected that the 
students would come from the range of middle to lower-upper 
income families, and may or may not have some voice in decision- 
making, . * 

.Unacceptable Institutions f or Successful Adoption of Innovations . 

, « ' 1 1 

;Or K anizatlona] Structure, Derr (1970) outlines in detail an 
. organizational situation in which innovation efforts failed. De- 
partmental organization is described as "uncoordinated" with very ^ 
little sharing of information. The change group* had to agree to 
confidentiality from the beginning, which -greatly hindered the 
team's ability to share information. Shared decision-making was 
non-existent and there were many dysfunctional power struggles 
within the organization. ' Directives from high administrators Were 
consistently ignored. Pronounced status and pay differentiation ' 
existed between department heads. Power, within the organization was 
dependent. on patronage, informal contacts J and social contacts . - 
In some instances kinship ties were a factor. Partly as a- result 
of such administrative practices. and policies, there was a pervasive 
sense of alientation and defeat. Members of the organization hardly 
knew one another and many met for the first time during the project, 
workshops. >This situation is exemplary of MaguireVs (1970) comments 
on administrative patterns which remain constant while educational 
processes Vre changing. 



31 



27 



" Personality and leadership "styles gf organization members . 

Among the laggards there are virtually no opinion leaders (Rogers 

& Shoemaker, >lt)71) ,* Administrators are suspicious of collaboration 

(Dorr, 1570) and of innovations, innovators and change agents 

as well '(Rogers &*Shocmaker , 1971) . In general , they are described 

«s localized in their outlooks, nearly isolated v and focused on the 

.past (Rogers & Shoemakers 1971). Eichholz and Rogers (196M) describe 

. .thorn as being ignorant of innovations or having no interest in change*. 

They are supporters of the status quo and societal mores. Often, 

they had previously p-articipated in an Unsuccessful innovation. They 

are described as very dependent on peer opinions and tending to 

adopt only when peer pressure favors adoption" and the status quo 

permits it . " * 

** * - * * 

Communications , In tne study which De'rr (1970) ' cites, there 
waw a two month period of deliberation before the first exploratory 
meetings took place. Communication and collaboration between the 
change group and thP administrators remained very poor throughout . 
Attempts at* collaboration were often turned down because the admin- 
Istration considered it. too time consuming and unnecessary. Requests* 
for distribution of .information and "reports were neglected. 'Admin- 
istrators miscommunieated information from the change group to the 
staff. In general, information exchanged between the two groups was 
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of poor quality. The real needs and -intentions of the two groups 
(the institution and the. change group) were not .well communicated 
or accepted by the other, "Lack of open disclosure about the 
needs of the two groups resulted. in a client-consultant power • 
struggle* where each side spent a good deal of time trying to second 
guess the motives and next moves of the other, side (p. ni2) The 
institution was not really interested in innovation, but rather, 
wanted the report from the change group in order to bargain f al more 
funding and staffing. Perhaps this, hazard is not uncommon to change 
agents . In a study by Yates (1971) it was * determined that there 
were no significant differences in the perception of new state plans 
3for special education between those who had adopted the innovation 
and those who had not. The only apparent differences between the tyo 
were increased funding and staffing for the "innovative" school systems. 
Beyond the increased funding and staffing, there was no interest 
in innovation. j^In an unacceptable institution, the real needs and 
intentions of an institution are uf ten not communicated to the 
change agent. * * 

Level of usage . If there has been previous usage of innovations, 
tlwy'have most likely been unsuccessful attempts (EicHholz & Rogers, . 
196i|). If these institutions adopt at all, it will be very late 
compared to other institutions. Even more likely, however, is that 

this group will not adopt at all or will adopt only some aspects of a 

* 
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program under peer pressure. 

Characteristics of stfradants . Since there is no free oommunica- 
tion within the organisation or shared decision-making (Derr, 1070) , 

it can be reasonably /expected that the students 1 ideas will not toe \ % 

<* 

considered. There will be a sense of power lessness among most 
members of the organization (Derr , 1970). 

% m 

The Problem of Choosing Change Strategies 

for Differing Types of Institutions % » • 

* , - After comparing institutional variables in differing settings » 
,it becomes clear that "there is no 'best strategy (Stuart-Kotze, 1972, 
p. 59) . rr The best strategy depends on the variables of the particu- 
lar institution 01arrison* 1970; Rogers & Shoemaker , 1971; Stuart- 
Kotze, 1972) . < 

» 

Stuart-Kot&e (1972) develops a model which focuses primarily on 
organizational structure and is useful for understanding how organi- 
Rational structures help determine the strategy a -change agent might 
employ in introducing innovations to varying institutions ♦ He develops 
a -grid based on two variables: technical competence and interpersonal 
competence. If an institution is high in both competencies f then 
"planned change 11 which requires long-range planning, scheduling, and 
organization, may take v lace successfully • If an institution is low - 
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in each variable, a "natural change" would be most successful, since 
there is little interpersonal skill or ability to plan and manage an 
organisational change, "Directed change" is most effective when tech- 
nical competence in administering is high, but interpersonal relations 
skills are low and little trust exists between members. Rewards and 
punishments are suggested in this type of change* process along with 
rapid implementation of the innovation. When there is a high degree ' 
of trust and interpersonal skills bnt low technical administrative 
abilities, then "cooperative change" would be most successful. This 
change wouldn't necessarily -include rapid feedback, or long term 
planning, but would emphasize counseling and training. According to 
Stuart-Kotze's model, "planned change" would be most effective and 
ideal because it uses all organizational resources to the fullest 
extent. 

Rogers and Shoemaker (1971) suggest that if the change agent is 

c * 

> 'familiar with such organizational variables as: 1) the perceived 
attributes of the innovation; 2) the nature and norms of, the social 
system; 3) the points at which the change agents can be most effec- 
tive in the intervention sequencing; and *+) what his role in the 
change process is in relation to the institution, then the agent 
might be able to function more effectively in his role v For example; 
a change agent would introduce an innovation by demonstrating the 

scientific soundness of its instrumentation during the trial and 

■ * 

N 
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demonstration period of it is known that: 1) highly innovative 
individuals appreciate scientific endeavors; 2) there are highly 
innovative * individuals within the organization; and 3) the innova- 
tive individuals in the organization will be most interested in v. 
information the change agent will be able vo provide during the 
trial and demonstration periods ' However , if he is addressing a 
non-innovative audience, he will probably want to emphasize how many 
other groups have adopted the innovation, since' it is known that 
n on- innovators are most influenced by peer pressure, The change 
agent will also be careful net to upset the prevailing system of 
norms since the non- innovative, organization is especially norm 
conscious » 

Rogers and Shoemaker (1971) also state that -the perceptions 
of properties of an innovation may vary depending on the stage of 
adoption or diffusion. Properties the change agent should emphasize 
about an innovation are: „JLts relative advantage to the institution; 
its compatibility; its lack of complexity; the ease with which it 
can be demonstrated; and its observability. According to Rogers and 
Shoemaker: • * 

1 At the knowledge stage, the innovation's cGhplexity and 
compatibility should be most important. : » 

2 At the persuasion stage, the innovation's relative advantage 
and observability should be most important. 

3, At the decision stage, the innovation V trialability should 
be most important (p. 160). 
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The manner in which the change ^gent demonstrates these attributes * 

« 

of the innovation to his client system, is positively related to 

. * u 

the rate of 'adoption (Rogers & Shoemaker,. 1971) . 

A third approach to the problem is discussed in depth by 
Harrison (1070). Ho considers the intervention level of the 
change agent in terms of the persons involved in the change process. 
His approach diff ers from Rogers T and Shoemaker^* in that ho is 
concerned with "depths of .interventions . " . He suggests that the 
change agent should initially intervene at a level where he will be 
supported by the group norms, peer structure and by the expressed 
needs of the organization. This level of intervention may include 
concerns with information, exchange, delegation of authority, and 
other instrumental problems. Then, over a period of time, as the 
agent gains the trust o'f the organization members, he may be able to 
focus the organization members upon the more subtle and complex 
interactions and intra -actions at work within the organization'. 
Harrison contends that "the depth of .individual emotional involve- 
ments in the change process can be a central concept for differenti- 
ating change .strategies (p. 183) .'" 

Other studies emphasize the importance of collecting and using 
feedback (Roling, 1970 and 1971) , and environmental considerations 
(Derr, 1^0) . Derr suggests that power holders h? convinced of the 
need 'for organizational change in terms of their own self interests. 
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SECTION II 

The Development Of 
The Trouble Shooting Checklist 
(TSC) 
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The TSC (Trouble Shooting Checklist) : A Predictive Instrument 



If it becomes' possible to consistently diagnose and evaluate 
the "state" of a school system 1 s organizational climate % *it „ * 
might be feasible to modify the adaptability of professional 
personnel and to change or create organizational structures 
and processes which tend to enhance the possibilities of 
successful institutionalization of 'innovations. .An instru- 
ment designed to provide data appropriate to such change 
processes B % w^th the ultimate objective of modifying the 
system* might also aid in identifying conditions contributing * 
to excessive change or unstable conditions (Hilfiker, 1970, 
p . 27). ^ . 



Rogers and Shoemaker (1971) also point out the value of being; 
able to estimate change potentials within an organization before 
deciding on a change strategy. "There is much practical usefulness 
for change agents . if they can identify potential innovators and 
laggards in their client audience and utilize different change strat- 
egies (p. 175) ." • 

b is t'inguishing innovators from non-innovators and the* many shades 
betwee n, has been demonstrated to depend upon many -institutional vari- 
ables including communication sources , environmental conditions , • « 
organizational structures, and characteristics of persons involved in 
the change process . Each of these in turn determines the activity of 
"the change agent and the strategy the change agent uses in introducing 
an innovation. The' quality and characteristics of the innovation 
itself seem to be of crucial importance as well (Rogers & Shoemaker, 
1971) . 



The TSC (Trouble Shooting Checklist) ts deseed as a predic- 
tive instrument to aid the change agent in defining these variables 
within any given organization." It provides the change agent with 
M mpnn * of systematically organizing descriptive information in a 
predictive, way. An institutional profile emerges which can be used 
by the change agent in "determining the best strategy to employ. 
Following the TSC are act ion- intervention sequences and guidelines 
for £hc change agent which correspond with the profiles. These 
descriptions are based on empirical data collected from change agents 
and this literature review. 

The TSC is related to the Concerns Based Adoption Model (Hall 
Wallace, & Dossett, 1973) as an empirically based instrument which 
describes the effects of stages of human concern in interaction wijrh 
of usc m of an innovation within an educational institution. The CBAM 
(Concerns Based Adoption Model) draws upon Fuller's (1969) paper on 
concerns of teachers and describes many of the attitudes and dyna- 
mics of innovation-adopting members *of an institution. Typically,' 
teachers Tacing a new situation (or new innovation) will first 
be worried about their abilities <to cope with the situation (self eon 
r erns) , After such concerns are resolved they wall focus on how 
to use the. innovation in the classroom (task concerns ! . Finally, 
they will ask themselves how the innovation can be used to help their 
students and fellow faculty memoirs (impact concerns ! . The CBAM 
model also assumes that an Institution will use an innovation 
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differently the second and third time it is tried* "Under normal 

conditions, wife reasonable access tp resources, an; institution* s * 

members %ill gradually change their* concerns from self concerns 

/ * * * » 

/ * - v . 

to impact concerns^ and consequently increase their level of usage* 
The level of usage of an innovation will typically begin ^th an 
1 orientation stage in which^members of an institution go that-pttgh an 
initial adjustment. Intermediate stages are centered around train- 
ing and practice. Final stages focus on the integration of the inno- . 
vation into an entire institutional program? At this point, a 
renewal stage is possible insofar as institution members** are able- • 
to build .effectively upon a successfully adopted innovation. 

The YSd has been built on the, premise that institutions which 
have differing degrees of success in the adoption of innovations will 
differ both in their levels of concern and in levels of usage. As 
a result of these differences, distinct institutional profiles should 
emerge for successful, average and unsuccessful adopting institutions. 

The TSC is predictive in nature and focuses on the institution 
as a whole, pven though the TSC may describe, in checklist form, 
behavior of individuals or groups of individuals within the ins'ti- 
tution, the overall institutional profile is the true target. This 
profile is predictive in that it gives a sign to the change agent to 
go ahead, slow down, or avoid an institution entirely, . ^ 
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Specifically, the* TSC conceptual framework. is organized around 
two general types of innovations which have^ been adopted by educa- 
tional institutions. The first type is one in which a module has 
has been adopted, served as a catalyst, and consequently set a 
chain of events in 'motion. The TSC (A) is based on this type of 
aclppted innovation. The second type of institution has instead 
started with a psychological assessment battery with some form of 
personal counseling orientation. The latter type of adoption 
characteristically results in a different chain of events from the 
Former. The TSC (B) is' based on this type of adopted innovation. - 
Within these two courses of events, the TSC identifies for each 
the ideal situation for successful adoption and installation of 
R<XD products, the marginally acceptable situation which contains 
greater' risk of success, and the clearly unacceptable situation in 
which virtually no chance of successful adoption and installation 
exists. The TSC presents a set of five information areas which are 
repeated in the six different institutional contexts. These five 
information areas are listed below in the methods section. These 
-information areas are followed by suggested sequencing of action 
interventions and guidelines for the change agent in each of the 
six different institutional contexts. 
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- Th « TSC was first developed as a survey form (TSQ— Trouble 
Shooting Questionnaire), which was used to collect the information 
upon which the TSC was based. The TSQ was a twenty-nine page ques- s 
tionnaire which presented eight question areas in six different 
institutional contexts. The eight questions were open-ended, allowed 
for written response and had the following focal points: 1) organi- 
zational structure; 2) personality and leadership styles in adopting 
institutions; 3) sequence of events in the adoption process; **) per- 
sonality and leadership style of change agent; 5) nature and type 
of .communications used.; 6) sequencing of action interventions ; 
7) level of usage of modules and other instruments ; and 8) descrip- 
tion of prospective teachers. The six different institutional con- 
texts in which these questions were asked were: ideal situations, 
marginally acceptable situations and clearly unacceptable situations 
for the. two separate cases of a) module-adopting/ institutions and 

ft ^ 

b) institutions adopting a psychological assessment battery with a 
counseling orientation. N • 

A change agent at the University of, Texas Research and Develop- 
ment Center was asked to respond to the TSQ in as much detail as 
possible. His written responses were then shortened, checked for 
repetitiveness and synthesized. These responses were then typ& 
into the questionnaire and usedyt'o give subsequent change agents a set 
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upon>hieh to base their responses. Since the questionnaire 
required an average of five hours to complete and the questions 
were open-ended , *it was necessary to supply some structure in the 
form of another change agent*' s responses. An additional advantage 
•to including a change agent's responses on the questionnaire was 
that these responses in their rewritten and synthesized form 
encouraged subsequent change agents to make their >0 wn responses 
ij« succinct as, possible. 

Five other change agents were invited to The* University of 
Texas R&D Center and responded to the TSQ. In addition to being 
given the questionnaire with a change agent's responses, they also 
received two charts: one for module-adopting institutions and one 
for 'institutions adopting a psychological assessment battery with ~ 
a counseling, orientation. Each of these charts plotted the focal 
points of the eight questions on the left hand margin against ideal , 
marginal, and clearly unacceptable situations 4 in the columns. The chart S( 
enabled the change agents to get a quick-view of the overall conceptual- 
ization of .the questionnaire .. The change agents ' responses were then 
rewritten and synthesized. All change agents reported that the questions 
adequately probed the organizational Variables to which a change agent 
responds when he approaches an institution and that the recorded responses 
on the questionnaire aided them in recalling, information .The charge agents 
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did not feel that the recorded responses presented a limiting 
psychological set. The rewritten and synthesized responses of- all* 
six change agents were then revised" and fit, into the format, of a 
checklist (TSC) . . five of the.,TSQ questions were rewritten in the 
form of statements of information areas. These five areas wert?: 
1) organizational structure; 2) personality and leadership styles 
in adopting institutions; 3) nature and type of * communications psed; 
MO level of usage of Modules and other instruments; and S) descrip- 
tion of prospective teachers. 

The checklist items, built from the' change agents * responses , 
were listed directly below these five information area statements. 
The items were also grouped for greater clarity. After this group- 
ing, items were generated from existing items on a logical has is 
until the number of items under each separate category <£ the five 
information areas were equal for the ideal, marginal and unacceptable 
institutional cases. All items wer«? th§n randomly assigned within 
each of the categories included in the five information areas. Items 
r epr es entat iye of ideal, marginal, and unacceptable institutional 
situations were assigned score .values of 2, l f and 0 respectively. 

This procedure was followed for the development of both the TSC-A^ 
and the TSC-B. However, because the information collected from the 
six change agents for the TSC-B was less extensive than for the TSC -A* 
it was necessary to take some items directly from the TSC-A for the 

TSC-B in order to equalize the items . The items that were selected 

I 
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in this manner did not contain references to either modules or 
assessment batteries with a counseling orientation. 

The remaining three questions on the TSQ were, rewritten in 
the form of suggested sequencings of action interventions and 

•a * 

guidelines for the change agent. These, follow the checklists. 
Subjects 

The six change, agents mentioned above were the data source upon 
which the TSC was built. Although their anonymity has been guaran- 
teed, their backgrounds can be briefly described. Change agent - 
number one: has worked in two teacher training institutions which 
had adopted innovations similar to those described by the TSC. (One 
. institution was remote and rural and the second was a large, mid- 
western university.) Change agent number two : was asked by the 
college administration of a small rural teacher training institution 
to organize a new teacher training program, brought people with him 
and attracted generous government funding. Change agent number three : 
had several years of experience in a major state university which 
had field tested innovations similar to those described by TSC, and ' 
was brought in by the faculty and administration of a small state 
teacher training institution to install a competency- based teacher 
education program. Change agent number four ; was a member of a re- 
source agency team involved in the dissemination of educational inno- 

4 

vat ions and has had experiences in a variety of higher education insti 




tutions. Change agent number* five ; worked as an internal change 
agent along with change agent number two at the same setting and 
has had more recent experience as an external change agent. Change 
agent number six : has had both national and international experience 
as a change agent and has worked in training, institutions , local 
school districts, and institutions of higher learning. 



( 
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Footnotes 



The title or this checklist Is based on the suggestion of 
WilHnm 1 nossett, one of the developers of the CHAM (Concerns 
Based Adoption Model) , who pointed out that the adopt ion-diffusion 
process could be studied by identifying problems or "troubles" v 
wit bin an educational system much in the same manner as an- 
electrn cal, engineer would "trouble shoot" a complex piece of 
apparatus . * r * 



The author is especially indebted .to Donna^untaine for her 
editorial and organizational assistance and wishes to thank 
Steve Dement, Susan Madden, Sylvia Nieto, Patricia T. Nolan 
and Patrick Rhodes for their help in the preparation of this 
manual The author also wishes to thank Ruth Haak and Donald 
Watzke for their professional advice. 
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Test and Scoring Instructions 

♦ 

The TSC-A and TSC-fi are two seperate instruments and are no l 
parallel fjormsV The TSC-A is designed for use with module adopting 
institutions and the TSC*B is for use with institutions which have 
adopted a psycho! ogioal assessment battery with a counseling 
orientation .* " , , 

Answer sheets are provided at the end of each test, along 

with a clear plastic scoring key. It is recommended that you 

use the answer % sheet to record your responses. The test may be 

scored quickly by placing the plastic scoring sheet oyer the 
» 

answer sheet and matching the boxes. The numbers directly o the* 
right of each item box indicate the score value of that item. 
First, add together the item values of the boxes you haye Checked 
in each column in order to obtain sixteen subscale values. Second, 
in order to obtain the five major scale values, add each respective 
grouping of the subscale values as indicated on the answer sheet. . 

Third, in order to obtain a total score, add the five major scale 

» . •> 

values . 

After yon have obtained subscale scores, major scale scores, 
and a total score for the institution rated, refer to the score 
range section of this manual which follows the tests. This section 
names the sub$cnles and major scales and includes the score ranges 
for ideal . marginal ; and unacceptable designations. 

55 . 
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TSC-A 

(for module adopting institutions) 



SECTION I 



. The following TSC categories and items focus on the institution's 
organizational structure and include characteristics of the faculty 
and administration as they relate to organisational structure. 



CHECK ONLY THE 8 ITEMS THAT MOST APPLY. 

s 

Category As Organization Structure 

- !• The internal change agent working at this in- 

stitution appears to be incompetent, and his position 
lacks authority and responsibility. 




2. There is little state-level support or leadership. 

3. tyeC^rofrp^ of potential adopters seems to hav 

some communication problems with the larger 
v x f faculty group. 

4. There is a small group of adopters which has 

credibility with a larger faculty group that 
gives feedback. 

5. The potential adopters that do exist have ' serious 

communication problems with the faculty at large. 

6. The internal change agent working at this in- 
stitution, although quite capable, is not in a 
. position of authority. / 

V / 
7. It is not yet clear how large t^he, group of 

adopters will be. 7 

* ' ' / - 
8- The internal political structure is such that 

the tenured faculty exerts^pr es sure against 

innovation. * J 

Copyright, 1973, by Brsd A. Manning 
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9. There is an "intellectual" authority figure In 
addition to "line-staff" authority* 

10. The /organization has a stable structure with 
fairly well-defined roles and established 
(functional) channels of communication, 

11. There is no "'intellectual" authority figure- 
only "line-staff" authority. , 

12. The source of power lies outside of the institution. 

13 . The int ernal change agent working - at this insti- 
tution is in a position of authority and responsi- 
bility . 

14. There is a small group of highly involved adopters 
who* work in close proximity . 

15 . There 4 is a small group of adopters appearing to 

move faster and more effectively than would n 
lar ^ : group of adopters* 

16 . There is a small group of adopters who clearly 

demonstrate an ability to effectively communicate 
with a ^rger faculty group in order to gain 
their support , 

17. There are a number of potential adopters, but none 
who are yet .fully committed . 

18. Potential adopters are scattered across campus 
and do not have daily contact. 

19. There is a closed organizational structure. 

(All activities £it into a predetermined structure. T 

20. There is a strict* hierarchical organization . - 

21. The group of adopters has not yet established 
credibility with a larger faculty group but clearly 
shows potential to do so. 

22. The organization structure includes the following 

hi erarchy of positions : president ; provost ; dean ; 
and department chairman. 
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23 . There are no committed adopters or potential 
adopter s* identifiable. 

» «... 

f * -•• 

24. Those individuals who have expressed interest 
in the innovation have low credibility with the 
rest of the faculty and appear to be locked into 
their positions. 

,* \ 

CATEGORY I-A SCALE^ SCOReV 



CHECK ONLY THE 8~S«aiS THAT MOST APPLY. 

Category i; Social-Prof ess ional Climate of the 

Organization 

, 1 » The institution may be committed to another 

innovation already developed or has no need 
for the change agent's innovation. 

— , 2 - There is a group leader in the organization 

- who is cognizant of group dynamic techniques 
and can work effectively with* tlfe group. 

3- The institution as a whole has respect for its 

* education department, but there is little inter- 
action between the education department and the 
rest of the university. 

4. The institution has ample resources upon which 

to draw, for %he adoption of innovations. 

• 5. The institution is liberal arts oriented with a 

bias against education. 

; f • 

6. This institution emphasizes Ijsublication, in- 
dependent investigation, and training of doctoral 
students. - 

. 7. Although the faculty have enough professional 

security to risk failure, their personalities 
are such that thoy would not take great risks. 

8., Individual members within the organization are 

able to reinforce .one another. 

ss ' 
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9* The institution as a whole has. respect f orbits * " 
education department .and draws regularly on its 
resources, , • • 

10. There is much emphasis placed; on an overly 
literal interpretation of "democracy, " which may 
result in paralysis of the innovation process. 

11. There is an organizational inertia at this 
institution. 

12. '.There is much concern with the status quo and 
little reward for innovation. . _ 

13. Although individual members of the department are 
on good terms, they are not in* a position to 
reinforce each other. 

14. The institution .definitely rewards innovation. 

15. There is much interest in the techniques in- 
volved in the use. of the innovation, butAimited 
concern with its impact on the students . 

16. Although the institution is not isolated, it 

still is not yet fully integrated into the community. 

17. There is an emphasis on the development of students *. 
and a concern about the impact of an innovation 

on' the education of students. 

18 . The institution * is small and isolated. 

\ 

f 

19. The institution is. an integral part of the 
community. ' * , 

20. There, is, an , atmosphere of professional security, 
and the adopters feel that they are able to risk 
failure. 

t 

21. There are very conservative constituents and 
consumers at this institution. 

22. The resources which can be used for the adoption 

of innovations are limited. - • • 

23. Although innovation is sometimes encouraged, no 
clear cut rewards for innovating are apparent. 
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24. The institution may he prestige «>rionteit, 
CATEGORY I-B SCALE SCORE 



/ 

4 



7 



CHECK ONLY THE 1_ ITEMS THAT MOST APPLY . 

Category a Char act er 1st tea of the Facul ty 

* 

1. There is little focus on interpersonal dynamics 

among the faculty, either personally or professionally 

2. The faculty are older than average and discourage 

younger faculty from remaining, 

— 3. "The faculty are overly concerned with course 

content. 

4. There are one or two faculty who have some interest 

in innovation,* but who are low level authority 
persons. 

„ « 

5 * Tne faculty are rewarded for their focus on 

innovation* 

6. The faculty are highly interested in most aspects 

of the innovation. 

j 7. *he faculty aro evenly distributed with respect 

/ • tc>age. 

1 WIT" 

8. The faculty are generally uninformed about " 

innovations* . . 

— * 9.. The faculty have high, concerns about their own ' 
personal needs and domains. 

— 10. * The faculty receive little reward for innovation. 

— 11. The faculty are presently more task-oriented than 
student-oriented and have not yet formulated 
questions about the effects of the Innovation 
on their student s . - ; * 

— 12. The faculty are flexible.* v . ' 
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13 , The f aculty are very much concerned about *their 

professional relationships and the way in ^hich these 
relationships effect the functioning of their programs. 

V±. The faculty arc completely informed -about innovations 
related to their areas*. 



15 

" 16 



17 
18 
19 



20 



The faculty are indifferent and unconcerned . . 

The faculty members are concerned not only with 
designing and carrying but effective programs', 
but are also concerned with, the impact of these , 
programs on students . 9 

There arc one or two older Faculty members who are 
interested in innovation » 



/ 



/ 



The faculty members focus on professional goals 
rather than their needs for survival . / / , 

/ 

The faculty are more concerned with personal re- 
lationships than professional relationships to the 
point of being indifferent to the interpersonal dynamics 
within their organization. 

The faculty are generally informed about educational 
innovations , although there are some embarrassing 
gaps in their knowledge J 



21 . The faculty arc mostly master's level 



' CATEGORY I-C SCALE SCORE 



CHECK ONLY THE 7 ITEMS THAT MOST APPLY. 

Category D: Characteristics of the Administration 

; • 1. The department chairman may be responding to pressures 

for implementing the innovation, . . - % 

2, The administration 3s detached. 

. 3 . The leadership in key positions has clearly ' 

demonstrated an interest in constant , constructive 
change. 

• . H. The dean may be responding to pressures for imple- 
menting the innovation . 

61' 
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5. Th»». leadership in key positions desires to maintain 
the status quo, 

6. The administration not only shows indifference to 
the faculty but at times expresses intense hostility. 

7. The department chairman, or dean, is cognizant of 
curriculum development procedures. 

* * 

8. The department chairman has support from admin- 
istrators above him in the organizational hierarchy; 
the dean .may be supportive . * 

* » * * 

> 9. The dean may have no interest in faculty work, but 
he supports the chairman. 

10. Although the dean has been presumed to have adopted 
the innovation, he has; refused to help in any way. 

11. The department^ chairman (or direct supervisor) may 
have a passing interest in the innovation, but the 
administration, does not support it. * 

■» , » 

12. The dean is supportive and has an interest in the 
. faculty adopting the innovation. 

13. The administration clearly demonstrates an interest 
in the faculty. 

1H. The administration is flexible. 

15. The administration demonstrates little or no 
interest in. the faculty. 

16. The dean has no interest in the faculty and* does not 
support the chairman. 

17. The administration has not yet committed itself, but 
the department chairman has an interest in innovation. 

18. The administration is rigid with some few permissive 
administrators. 

19. The department chairman is strongly supportive - 
through public statements, promotion rewards, and 
provision of resources. 

20. The administration is rigid. 

21. The department chairman, although pressured to 
implement the innovation, refuses to cooperate in 
any way. 



CATEGORY I-D SCALE SCORE &Z 
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TSC.-A 

(for module adopting institutions) 



SECTION II 

« 

The following TSC categories and items describe personalities, 
leader ship styles, and concerns of faculty, department chairman x 
and dean. 



CHECK ONLY THE 9 ITEMS THAT MOST APPLY. - « 

Category A: Personality and Leadership Styles of the-- 
Faculty . 

' 1. The faculty are not discouraged from innovation 

adoption but are given little or no encouragement 
or financial support for purchase of materials. 

_____ 2, The faculty cooperate with each other, but a 

genuine concern for each other may be lacking. 

* 3 . Some faculty may already be committed to- an 

existing innovative program. 

4. The faculty are interested in teaching tools as 
opposed to ideas. They are mechanistic as 
as opposed to conceptual. 

5. There are two factions in the department. One 

faction has a subject discipline orientations, 
and the other is arguing strongly for department- 
wide program development which would involve in- 
novation adoption, 

^ 6 . The faculty are not only encouraged in their 

efforts at innovation adoption but are .given fin- 
ancial support for related educational expenses. 

' 7. There is a willingness to question the status quo 

and initiate change if desirable. 

8. The faculty have concern for one another. 

* 9. The faculty are not only encouraged in their 

efforts at innovation adoption but are given 
financial support for purchase of materials. 



* 
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10. Faculty members are either insecure or overly 
protective of an image. The high risk factor 
is viewed as a personal risk, 

31, faculty members are statie individuals, pre- 
occupied with self- centered concerns, »■ • 

». 

12. The faculty are not discouraged from innovation 
adoption nut are given little or ho encouragement 
or financial support for travel. 

13. The faculty have many. outside* interests. Teaching 
may be only a secondary family income . 

* 

14. The faculty are not discouraged from innovation . 
adoption but are given little or no encouragement * 
or financial support for retraining. 

15. The faculty are not only** encouraged in their efforts 
at. innovation adoption but are given financial 
support for travel. » 

16.. There is an emphasis on research which will aid in 
the improvement of educational processes. 

17. There is mutual trust. among members of the faculty. 

18. The faculty have a subject discipline orientation. * 

la. An atmosphere of mutual trust among the faculty has 
not yet been established^ but there are subgroups 
which appear to have established some .degree cf trust. 

20. Publication, per se. t may not be emphasized, but 
the faculty are concerned with achievement .as well 
as program development, and they respond to a wide 
variety of success measures. These success measures 
may- be in the form of publications, program devel- " 
opment , excellence in teaching, and national scholarly 
exchange . 

21. The .faculty are interested in innovation arid in 
undergraduate programs but are frustrated by a 
slow rate of change and lack of direction. 

22. The faculty members fit a large university stereo- 
type. They are cool, remote, and interested only 
In promising graduate students or research. 

23. the faculty are interested in students and • 
teaching. . 

24. The faculty appear to be detached from all program 
development activity. 
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25. The faculty are not discouraged from innovation 
adoption but are given little or no encouragement 
or financial support for educational experiences. 

26. There appear to be some faculty members who are 
static and self -involved, but there is also a 
group which seems dynamic and concerned with 
program development; . 

27. The faculty challenges all innovations from a 
nebulous, constantly shifting philosophical ° 
base in order* to avoid change. 



CATEGORY II -A SCALE SCORE 



CHECK ONLY THE 9 ITEMS THAT MOST APPLY. 

Category B: Persop»*l€v^and Leadership Style of the j W^ 
Department Chairman *t 

J 1. The department chairman is primarily interested 

in administrative tasks, but may have some small 
curiosity about innovation. 

, 2 , The department chairman is concerned with the 

quality of curriculum development. 

3. The department chairman may be the type of per- 
son who becomes involved in the curriculum itself, 
rather than using it as a means to bring about 
change . 

4. The department chairman, although usually concerned 

with a rigid -budget, is now showing signs of re- 
leasing som4 funds for innovation adoption. 

5. The department chairman is concerned with current 

developments relevant to this program. 

6. The department, chairman actively avoids people when* 

ever possible. 

' * 

. 7. The department chairman does not know much about 

group dynamics but has asked about topics which are 
related. 

8. The department chairman is primarily interested in 

administrative tasks, with which he has much dif- 
ficulty, and lacks even curiosity about innovations. 
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The .department , chairman knows about 
current developments relevant to his department 
and appears to be\od&f in another world, 

* » ; 

^ It appears that the department chairman has' a 
marked negative attitude, toward the innovation 
and views it as a threat. * n 

The department chairman is concerned with the 
quality of instruction. 

The department chairman has not been supportive of » 
change during the trial- period of the innovation • 
(which is still in progress) but shows signs of 
giving more support if there is a good chance of 
„ success j. 

The department chairman is concerned with people. 

•The department . chairman views the curriculum 
(which apparently was set in stone several decades 
before) as the final word. 

The department chairman has no special interest^in 
h the innovation but is willing to back a ,f group of 
adopters if they can demonstrate the utility of the 
innovation, * c<s • * 

The department chairman is especially suoportive 
bf change during the trial period of an innovation. 
(This support must be expressed both in terms of 
concern and interest as/ well as iu, material backing**) 

The department chairman does not appear to have- a 
completely secure position. 

The department chairman seems uninformed about 1 
current developments* relevant to his program/ but 
he has expressed a. desire to learn more about 
•innqvctions in the area. 

The department chairman enforces a "hold- the- line" 
attitude' or a "stay-within- the-budget" approach. 

The' department chairman's position is not secure, 
and there is a % small faction trying to replace him. 

The department otiairman views most change as e 
personal affront. 

The department chairman is concerned with group 
dynamics. . * 

- 66 
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23. 
214. 

25. 



The department chairman is concerned with the 
survival and success of programs. 

The department chairman characteristically uses the 
curriculum as a means to implement changes, rather 
than as an end in itself. 

The department chairman may not view group dynamics 
as a subversive plot, but he has stated in so many 
words that he has never been involved in "pop* i 
culture . 



26, The department chairman is secure in his adminisltra- 



. tive position. 



27. 



The department chairman does not appear to be es- 
pecially concerned with people but otherwise meets 
his responsibilities. 



CATEGORY II ~B SCALE SCORE 



CHECK ONLY THE £ ITEMS THAT MOST APPLY. 

Category C; Personality and Leadership Style of the Dean 

1. 



The dean Is completely unaware of current develop- 
ments related to his,, area and actively ay o ids thmw 

2. The dean lias a pleasant personality, lb genera 13$, 
accessible, and is not concerned about prpgrams . * 

3. The dean's position is not yet completely seizure,! 
and he expresses some concern about this state op 
affairs. V ~ 

v ■ - 

M. The dean is concerned about each faculty membrr 
as an individual human being. 

S # The dean is indecisive and has^ no understanding of 
how to use pow^r to attain 4 goals. 

G. * The dean does riot help in any "way to maintain and \ 
spread the innovation, but he does stay out of the* 
way and does not impede progress * ; , % >, 

7, The dean has some concern about the success of the * 
adoption, but he can hardly be described as enthusiastic. 

8. The dean acts as a hindrance to adoption and" 
diffusion of innovation." . - . 



o 
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9. The dean is inconsistent in decision "making and 
policy. 

10. The dean as knowledgeable about current developments, 

11. The dean is able to make decisions -and use power 
to, attain goals. 

*12. The dean is unwilling to fight those in higher 

positions for program support tending for st .Ff , 
research, travel, retraining, etc.). 

* 

13 w The dean is passive and unimaginative* 

14* The dean has many creative 4deas but does not push * 
them aggressively /enough to have action taken on ; 
them* ' * 

15. The dean's position is definitely, not secure/ and 
he is vainly attempting to organise power* factions 
which he hopes will save hinu 

16. The dean in aggressively creative, % » 

17. The dean is. highly concerned with the success of 
programs . * H 

* * 

18. The dean has a secure position,,' but he is unconcerned 
about security in and of itself. 

19. The dean is willing to struggle with vice-president * 
president, and regents regarding the prpgram needs, 

20. The dean has some gaps * in his knowledge about cur- * 
rent developments , but he may be open to more 
information. 

21. The dean is unconcerned about the adoption of the • 
innovation and refers questions to somebody else 

as fast as possible „ % . 

22. The dean is" not willing to struggle with power 
figures above him over the adoption of the innovation f 
but he is willing to let those below him work on the 
adoption. ; % 

23 # * The dean is consistent in decision making and policy, *' 
but he is not necessarily an advocate of £ modular 
approach to the exclusion of other existing approaches. 

2 1 !. The dean seems indecisive at times, but he has a ; 
history of using power to attain goals. 
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25 . The dean is committed to the establishment 
of new programs, 

26. The dean has an unpleasant personality and is 
actively hostile to most forms of change. 



27. The dean is unwilling to fight with anyone above 
him, but he obviously enjoys attacking those below 
him. (He is not without imagination in his 
destructive tactics 0 

CATEGORY II-C SCALE SCORE 
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TSC-A 

(for module adopting institutions) 
SECTION III • , 



The following TSC categories and items forcus in the nature of 
communications 9 using phone calls, letters, and personal visits 



•CHECK ONLY THE 5 ITEMS THAT MOST APPLY 

Category A: General Nature of all Communications 

j 1. There are some pseudo-professional communications 

concerned with philosophy, belief foundations, and* 
so forth, designed to sidetrack innovations . 



2. This institution not only refuses to initiate communica- 
tion, but often appears to be avoiding contact. 

3. Expenditures made on travel , which would help com- 
munication, are limited and do not greatly aid the 
adoption process. 

4. Progress in the adoption process can usually be 
detected after each major exchange with this institution. 



5. This institution feels comfortable with regular com- 
munication from the beginning of the adoption process. 

6; Communication is usually superficial, but this level of 
communication may be only temporary . 

7. If there are communications from this institution, they 
will be primarily social, rather than professional. 

t 

8. Communications with this institution will be largely 
one-way and unplanned, with no order or sequence. 

9. The institution is uncomfortable about regular com- 
munications early in the process . They may later use 
poor communications as a scapegoat for the program if 
there are problems . 

10. This institution is not concerned about the amount 

of money spent on travel which will aid communication 
and speed the adoption process. 

70 
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11- Communications are usually initiated by the institution 
developing the innovation, 
* • * 

12 , Much progress has been made by working with individual 
faculty members. , 

13, When potentially serious problems have arisen, commu- 
nications have been focused on providing resources for 
the solution of these problems. 

14, Communications are initiated by both the institution 
which has developed the innovation and the adopting 
institution. * V 

15*. This institution refuses to spend any money on .travel, 
phone calls, and so forth, which would aid the 
* communication process . 



CATEGORY I II- A SCALE SCORE 



CHECK ONLY THE £» ITEMS THAT MOST APPLY . 

Category B: Frequency and Nature of Letters and Phone Calls 

1 , There appears to be little chance that this institution 
will reguesr a personal visit . Written communications 
are much preferred . 

2.. Letters are occasionally used by this institution to 

avoid any additional personal contact. 

3, One phone call per week is optimum but not mandatory 

for' this institution. . 

4. Letter exchanges, although limited in number, have 
exceeded phone calls.' The degree of involvement of 
this institution is not yet clear. 

, 5„ This institution often uses written communications for 

brief messages which could be more appropriately given 
by a phone call . 

. &» Pgr whatever reasons, this institution does not want any 

more than minimal contact, 

7. It appears that if the decision Is left to this insti- 
tution, communication will be restricted to a few 
letters of inquiry, possibly one or two letters in a 
three-month period, followed by silence. Long lapses 
(up to two years) may occur bef*ween correspondence. 
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8. 



10. 
11. 
12. 



When briefer communications are appropriate, it has been 
found by this institution that phone calls are much more 
effective than written communication. 

There have been vfew phone call exchanges/ with this in- 
stitution, hut there have been some letters . The phone 
calls may increase if interest in the innovation in- 
creases . 

Letters are used by this institution to 'document detail, 
confirm verbal communications, and formalize commitments. 

There is a possibility of one phone call from this 
institution. 

This, institution has kept in close contact, and formal, 
written communications have been found to be inappropriate, 



CATEGORY III-3 SCALE SCORE 



CHECK ONLY THE 6 ITEMS ^HAT MOST APPLY. 

Category C: Frequency and Nature of Personal Visits 

1. The faculty has frequently requested visits so close 

together that there has not been enough time for 
appropriate feedback. 

2. The change agent will not only have to spend much time 
trying to interest the administrators at this institution, 
but will then also have to put much effort into convincing 
the faculty that t* N administration actually has interest 
in anything but the status quo. 

3. No feedback has been given after the one or two visits 
that have been made. 




1. Communication will usually involve consultation or 
direct conference to attempt to interest or involve 
adminis trators . 



5. In your opinion, the frequent number of personal 

contacts that the institution has requested have been 
beneficial. The adopting institutiojPhas viewed the contact 
as excellent external consultative services and definitely 
not harassment. 



6. Personal visits and phone calls are the most frequent 
forms of communication . 
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7. Visits are primarily social and give only the impression 
of concern, "where no real concern exists. Interaction 
remains superficial, nut it may improve later on/In the* 
adoption process. 

8. You are worried that some of the faculty of £he in- 
stitution may view the frequent (and not always ap- 
propriate) requests for visits by the administration as * 
a form o^ harassment on your part, 

9. There is a possioility of one personal visit at the most 
with this institution. • . • s 

10. Personal visits have been limited in number , "but they 
may increase if the institution becomes a little more 
involved. 

11. Frequent contacts with the institution have aided in 
a feeling of "we-ness" in, the project development, 

/ 

12. Visits have been far enough apart Jrhat the faculty can 
give feedback on the developments since, the last visit * 

13. Any contact that this institution requests will be at » 
the wrong time and for the wrong reasons. 

14. Personal visits have already occurred between three and 
five times over a month of contact with this institution, 
and all have b^en profitable. 

15 . The contacts that this institution has requested have not 
always been appropriate, 

16. Personal contacts with this institution have proved to 
be the most, valuable communication channel and have 
occurred whenever needed. 

'17. If a visit is even made by this institution, the com- 
munication will not only be superficial, but definitely 
evasive, 

18. If you visited this institution now, It would be called 
harassment by some of the faculty, even though you have 
/been there only once before. 



CATEGORY III-C SCALE SCORE 
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* TSC-A 
(for Module adopting institutions) 



SECTION IV 



The following TSC categories and items describe the level of 
of modules/and related innovations . 



CHECK ONLY THE J+ ITEMS THAT MOST APPLY. 

Category A': First Stages of Adoption 

1» T^*s institution has started with an extremely low 

\ level of usage of the innovation and from all signs 
will remain at this level. One wonders about the 
. motivation of the faculty for "starting" the adoption 
process. 

— ; 2. This institution has never developed its own products 

and does not have a clear understanding of what stan- 
dards should be applied for the selection of an in- 
novation which would meet its needs. 

3. This Institution has not had previous experience in 

the adoption of innovations and tries to hide its 
lack of experience. 

This institution may star t out at a low level of 

usage but will develop i high degree of sophistication 
>ooner than institutions which have less ideal cir- 
cumstances. , . 

5. This institution has had the discipline to follow the 

directions of the developer precisely (within boundaries 
of interpretation). Apparently * they will quickly 
develop competency in the use of materials/techniques 
and will begin to modify the innovation in order to 
accommodate local criteria. 

— — - °« This institution has some basic knowledge related to 

the Innovation, but further study will bt necessary 
if successful adoption ic to occur. 

7. This institution is unaware of basic knowledge re- 
lated to the innovation. 
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ft, This institution has started with quite a "low Vevrl 
of usage of the innovation, and it is difficult to 
predict how the adoption process will advance. There 
is a possibility that they may hire several new faculty 
members whc could speed up the adoption process. 

9, This institution has already talked about pilot testing 
and modifying testing materials to fit their needs. As 
a result, the institution should develop ^a high degree 
of sophistication sooner than institutions with less 
ideal circumstances . 

10. This institution has developed its own products and 
has its own well defined standards for the acceptance 
of an innovation . You will have to insure that the 
product appeal of your innovation meets their standards. 

1.1. This institution not only lacks faculty with develop- 
ment experience, -but also* shows no interest in hiring 
such faculty . 

12. This institution has not had experience in the adoption 
of innovations but has expressed interest in program 
development based on some of the latest .educational 
innovations . 



CATEGORY IV- A SCALE SCORES 
CHECK ONLY THE 4 ITEMS THAT MOST APPLY 



Category B: Predictions of Later Stages of Adoption 

1 . You would predict that this adopting institution wil 1 
begin its own research and refinement of innovations 
es soon as they have developed a technical competency 
with this innovation. 

2 . There ^.are a few faculty who will probably achieve a 
high level of usage, enabling them to effectively 
use the innovation in their teaching. However, they 
are presently unable to see how they will integrate 5 
this level of usage into an entire program due to the 
fact that most faculty members are 'self-satisfied and 
content. If those few interested faculty can interest 
the rest of the faculty in the innovation, a full adop- 
tion process will be possible. 

3> The members of this x.dopting institution are already taXk 
ing about future plans to serve as a source for further 
dissemination of the innovation, such ns an information 
source, demonstration site, etc., for other institutions. 
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H. There are a few t acuity who will achieve a high 
level of usage. They are now in the process of 
convincing the less than enthused majority of 
their department to adopt the innovation. These 
few faculty may be capable of exerting considerable 
pressure for change. 

5. Although this institution does show signs of ability 
to eventually develop its own modules, it is not 
clear how they plan to use the adopted* innovation 
as a resource module. 

t>. There appears to be little chance that this in- 
stitution will ever be able to develop its own 
modules. ' 

7. For some unknown reason, the faculty act as if 
they cannot comprehend the innovation, but it 
appears that they will continue to remain silent 
rather than attempt to clarify their confusion. 

8. There are a few faculty who will probably achieve 
a level of usage enabling them to effectively use 
the innovation in their teaching. But they are 
presently unable to see how they will integrate 
this level of usage into an entire program due 

to the fact that they have not yet made a real * 
attempt to persuade the rest of the faculty, except 
through very general discussions. * / 

/ 

9. This institution shows signs of being able to / 
develop its own modules and to effectively use / 
resource modules in this development. / 

1U. The adopted module sfcows promise of serving a/ 

catalytic role in other innovative implementations 
in the institution in the future. 

11. No progress will be made beyond information re- 
quests on value orientations, demands on the 
institution, demands on the administration, costs, 
etc. 

12. Any material made available to the institution will 
probably remain on the shelf, unexamined. 



CATEGORY IV- B SCALE SCORE 
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CHECK ONf.Y THE M. ITEMS THAT MOST APPLY 
Category C 



C: \ 



ERJC . 



Organization Members 1 Attitudes Toward the 
Innovation 

1. The faculty and administration are unaware of basic 
< knowledge jr elated to the innovation, 

2 . The faculty and administration could use more * 

knowledge cjf areas related to the innovation. Un- 
less they take care of this problem, an otherwise 
productive adoption team will fail. 

3 . This institution has a faculty which is thighly 
aware of basic knowledge related to the innovation. 

4. The institution is sophisticatied, but thr faculty 
appear already overeommitted . \ If they can find time 
-o devote to the innovation, there is some chance 
for successful adoption. 

5 . There could be more reinforcement for module x 
adoption at this institution. If there were, 
the attitude of the faculty would be considerably 
improved . 

6. The faculty -and administration do not want to know 
about innovations. 

7. The product is viewed as -a resource rather than as 

a basic program. This minimizes any chance for adop- 
tion of the innovation. 

A 

8. There is much reinforcement for module development 
and implementation, which indicates that these 

activities have a good chance yof continuation . 

/ 

9 . If there were more faculty .involvement , the inno- 
vation would stand a much better chance of successful 
adoption/ 

f 

10. There /s a high "degree of faculty involvement in the 
modul.e development, which seems to be directly re- 
lated to their strong commitments to the program. 

11. The institution's concerns are not related to inno- 
vation. 

12. This institution is completely committed, although it- 
is not as sophisticated as some institutions. Apparently 
this institution is an example of the frequent finding 
that unsophisticated .institutions can develop modules 
that are better than those developed by more sophisti- 
cated institutions. 

CATEGORY IV-C SCALE SCORE 
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TSC-A 

(for module adopting institutions) 

* 

♦ 

SECTION V 



* * 

The, following TSC categories, and items describe the personalities,' 
social characteristics, and academic styles of 'the prospective teachers. 



CHECK ONLY THE 7 ITEMS THAT MOST APPLY. 

Category A: Personality and Social Characteristics of 
Prospective Teachers 

\* This institution seems to have two distinct groups 

of teachers . One is inarticulate, and the other ex- 
presses itself very well. The faculty have not yet 
addressed this problem. 



ERIC 



2. The prospective teachers are very much concerned 
about each other's welfare. 

3. The prospective teachers are self-centered and self- 
satisfied. 

* 

4. , There are some prospective teachers who appear to be 

rigid. This rigidity was reinforced toy the old pro- 
gram. If they are exposed to new ideas and materials, 
there is a chance that they may become more flexible. 

5. The prospective teachers have a high energy level. 

« » 

6. The prospective, teachers will not even share class 
. notes, 

7. The prospective teachers are eager to share experi- 
ences and ideas with each other. 

8. The prospective teachers are of tea as "snobbish" as 
the institution; 

* « * 

9. While the institution does not reward high in- 
volvement among prospective teachers, several of the 
faculty do seek out apathetic students and encourage 
them to become more involved. 

1U. It is difficult to judge how x much the prospective 

teachers share with one another. There is a certain , 
amount of guardedness in their interaction. 
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11. ^he communications between many of the prospective 
teachers are primarily concerned with undesirable 
faculty, but there is a small group of students who 
spend much time discussing » what they are learning* 

12. The prospective teachers are completely rigid and 
closed to change. 

•» - >. > 

13. The prospective teachers are apathetic and un in- 
volved. (This -apathy is reinforced by the, institution.) 

14. The prospective teacfters have purposes and goals 
which are open to change. 

15. The prospective teachers seek out all possible 
opportunities to make contact with each other. 

16* The prospective teachers repeatedly challenge them- 
selves and are not content to remain at one level 
.♦after they have mastered the requirements of that 
level* 

Y 

17, The prospective teachers are inarticulate. 

18. There are probably too many self- centered and 
self-satisfied prospective teachers at this institu- 
tion! but there are some who do question * themselves 
and do appear to he involved in the program. 

j 

IS. The prospective teachers treat each other as equala. 

2u. The prospective teachers avoid each other and ha e 
as little contact as possible,. 

21. These prospective teachers need to challenge them- 
selves more than they have in the pa*st % s 

CATEGORY V-A SCALE SCORE 



CHECK ONLY THE 7 ITEMS THAT MOST APPLY. 

Category B: Academic Style of Prospective Teachers 

1. The prospective teachers are preoccupied with 
prerequisites, sequences, and course numbers. 

. 2. The prospective teachers keep educational experiences 

at a minimum. - < 
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The prospective teachers quite often succeed in spite « 
of the institutional influence. 



*, 



The prospective teachers are constantly exchanging 
ideas with faculty, and their ideas are respected. * 

' * .* 

The prospective teachers at this institution go far 
beyond the satisfaction of course requirements and ' » 
s^ek out new information and experiences on their own. 

The prospective teachers praise their program for the 
inter-relatedness of its courses. They like the idea 
that each course builds on another course. 

The prospective teachers avoid all contact with the 
faculty except in the classroom. 

The prospective teachers do not know if the faculty 
listen or not , since they do, not listen to the - 
faculty. 

The prospective teachers have complained that the 
courses lack inter-relatedness. 

* 

The prospective teachers t exchange assignments, tests, * 
' and papers whenever-possible to alleviate their work 
loads. ? 

The prospective teacher's have little or no contact with 
faculty. 

The prospective teachers communicate openly with faculty, 

3 ' • ; 
The prospective teachers are enthusiastic about ttyeir 
course work because it constan1pU.y exposes them to new 

ideas. * ,1 

x 

Since education majors are considered low status, 
students align themselves with other academic areas * 
and become certified to .teach without informing, anyone. 

The prospective teachers are often on' 3 a first-name 
"basis with faculty. 

The prospective teachers have complained that the 
courses are redundant and unrelated to their concerns. 

The" prospective teachers are in frequent contact with 
one another in seminars, in the field, and in the 
learning resource center. 
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19. Tho prospective teachers model themselves ai'ivr ojio 
or two professors who are admired and °or> their s.ieh?i" 

20. The prospective teachers have a "course by .course" ! 
attitude toward their studies and prefer this situation, 

4 

21. There is outright cheating and deception on the part 
of many of the prospective teachers. 



CATEGORY V-B SCALE SCORE 



x CHECK ONLY THE 7 ITEMS THAT MOST APPLY . 

V * i 

.Category C: Characteristics of Faculty which Affect !, 
Prospective Teachers * jj 

1 The faculty have little desir^Vfor professional im- 
provement as a group > but theue are several hard- 
driving faculty members * ^ 

i 2. The faculty are unconcerned with students and instead 

have a content orientation- 
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7. 
8. 



The faculty have a sense of commiti^n^^and are there^ 
fore willing tt^ effectiveiy. 

The faculty view their "work" in terms of an eight 
to five job* This attitude shows signs of changing 
as interest in the innovation increases. 

The faculty are older than average v 

The institution is a small, rural, or private/ school 
with a liberal arts emphasis and, a faculty that has 
contempt for education courses. / 

The faculty have freedom within the institution to 
grow professionally. 

The faculty are committed to teaching as a profession, 
and they desire professional growth* 

The faculty have only a tolerance for teacher educators, 
Thio attitude may hurt the work of several ta j cntod 
teacher educators* 



10. This is an urban, commuter * campus , and the 1 acuity 
and administration make no attempt to encourage 
more student involvement. 



ERLC 



81 



77 



11. 

13. 
1H. 

IS. 

16. 
17. 

18. 
19. 

20. 
21. 



The faculty have many outside commitments. 

The faculty are secure in their positions. 

The faculty exchange ideas with one another and 
teach each other. 

The faculty are open to change, and they listen to 
the suggestions ana ideas of students . 

The faculty are more preoccupied with selective 
admission than with training programs. The adoption 
of the innovation may change this preoccupation. 

: * 

Most of the faculty are at the master* s level. 

j 

Mpst of the faculty are concerned with faculty wel- 
fare rather than with teaching. But there are a 
few strongly motivated;, student-oriented faculty. 

The faculty are self-assured and are concerned with 
their impact on students. 

The faculty seem at times to be unreasonably pre- 
occupied with rigor. This preoccupation may inter- 
fere with innovation adoption. 

The faculty seem to have a distaste for teaching 
and to prefer to hide in their offices. 

The faculty are tremendously insecure in their 
positions. * > 
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TSC-B 

(for institutions adopting an assessment battery with a counseling 

orientation) 



SECTION I 

The following TSC categories and items focus on the institution's 
organizational structure and' include characteristics of the faculty 
and administration as they relate to organizational structure. 



CHECK ONLY THE 8 ITEMS THAT MOST APPLY. A 

Category A: Organization Structure 

J 1, Potential adopters are scattered across campus and 

do not have daily contact with each other. 



2. The structure of the organization allows for ex-/ 
cellent communication between all levels. 

3. There are a number of potential adopters who are 
not yet fully committed. 

U. The source of power lies outside of the institution. 

. 5. There is a small group of adopters appearing to move 

faster and more effectively than would a large group 
of adopters. 

6. .The organization is submerged in eommitVee activity. 

7. The group of potential adopters seems to have some 

communication problems with the larger faculty group. 

8. The type of organization structure appears to be 

less important than the atmosphere within the structure . 
C • ' • 

. 9. There is a small group of adopters clearly demonstrating 

an ability to effectively communicate with a larger v 
faculty group in order to gain their rupoort . 

10. There are no identifiable committed adopters or poton- 

tnnl adopters. 

» 

11, The channels of communication are very rigid or 

non-existent. 

Copyright, 1073 by Brad A. Manning 
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32. The internal political «tru» turo i>s auoh r*«*t ih<* 
tenured faculty exert pressure against iinmvntion. 

13. The group of. adopters have not yet established 
credibility, with a larger f aculty group but clearly 
show potential to do so. 

14 . There is a small group of adopters which has cred- 
ibility with a larger faculty group that gives 
feedback, 

15. The structure of the organization includes reasonably 
well functioning communication channels, which do, 
however/ break down occasionally. 

16. The internal change agent working at this institution, 
although quite capable, is not. ip -a position of 
authority. 

17. The internal change agent working at this institution 
is in a position of authority and responsibility. 

18. There is no effective organizational structure, 

19. The organization has a stable structure with fairly 
wellt-defined roles and established (functional) 
chan^iSlsAof communication. ' 

20. The department considering adoption is a* -distinct, 
organized unit of the institution, which pla^s an 
important role in the institution as a whole, 

21. The internal change agent working at this institution 
appears to be incompetent, and his position lacks 
authority and responsibility. • 

22. The institution may be disorganized, but it has , 
a high academic reputation. I 

23. The department may be small, or may exist as a 
sub-set of a larger organization. 

24. It is not yet clear how large the group of adopters 
will be. 
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CHECK ONLY THE 8, ITEMS THAT MOST. APPLY 

Cntegory B: Social*- Professional Climate of the Organisation 

1. Members of the organization seek out opportunities 

* , for change and take responsibility for their decisions 

and actions. 

_____ 2, There is a group leader in the organization who is 

cognizant of group dynamic techniques and uses them 
effectively to, work with the, group. 

B. The institution 'def initely rewards innovation. 

_____ " H. There is a rigid student selection process. (This 

insures academic success.) 

* 5. This institution is interested in maintaining the 

status quo or regressing. 

6. No one will take responsibility for decisions or 

\ actions. i 

____ 7. Although the organization has a generally cooperative 

atmosphere, there appear to be several competitive 
pockets of disruption, which could lead to problems 
in the future. 

I ' 

8. The focus (of concerns is now primarily on task- 
oriented areas, but a few individuals are asking 
about how the innovation w^ll affect students. 

9. Tl 3 institution may he committed to another innovation 
or has no need for the change agent's innovation. 

10. Although the institution is not status quo oriented, 
there is a conservative atmosphere which may. slow 
the pace of adoption. 

^ Members of the organization generally avoid taking 

responsibility for decisions or actions, but. ,:hore 
are a few outstanding individuals who show promise 
as leaders ; 

i 

12, The excellent communication in this institution is 
apparently, due? to its ability to use the advantages 
of small group dynamics. 

13. The institution is an emerging one and is open to 

innovation. 

14 # Individual morbers within the organization are ablo 

to reinforce one another. 
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15. There is an organizational inertia at this institution, 

16. Although individual members in the department are on 
good terms i they are not in a position ,to reinforce 
each other. 

17. The focus of concerns is on the students. 

18. Although the faculty have enough professional / 
security to risk failure, their personalities are 

such that they would not take great risks . 

19. Tnere are problems in communication up and down the 
organization structure, but there are individuals 
now attempting to alter this situation. 



20, 



There is an absence of competitiveness among indiv- 
iduals and component groups. 



21. Student enrollment is down, and the institution is 
small. 

22. Although innovation is sometimes encouraged, no 
clear-cut rewards for innovating are apparent". 

23. The institutional atmosphere is impersonal and 
factory-like, dv ingrown, remote, and isolated. 

The' institution may be prestige oriented. 
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CHECK ONLY THE 5 ITEMS THAT MOST APPLY. 

Category C: Characteristics of the Counselors 

_ 1. The counselors are grouped with student services organi- 
zations and are overl y conscious of legal responsibilities 
associated with confidential files. 

. 2. The counselors are ant J -measurement. 

3« Although the majority of the counselors are 

supportive of tho program adoption, there are a 
few who still have „eribus reservations. 

— . — Counselors have faculty appointments and are respected 

as equal members of the department. 
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5. The counselors have both a humanistic orientation 
and a respect for the value of psychological 

, iasuremen/t. 

J i * 

6 . The counselors are encouraged by one or tw6 
curriculum and instruction faculty members,, % 

7. Counselors are not on the faculty and have other 
concerns ♦ * ' 

8. The orientation o\. the counselors is not clear and 
is so diffused that any unified effort will be 
difficult. , 

9. Some counselors have faculty appointments^ but 
othors do not. As a result , their concerns are 
not all focused in the same direction. 

10. Counseling psychologists have a behavioral 

orientation * and their actions reflect this viewpoint. 

I 11. The counselors are interested in the ir ^ovation , 
but have not yet taken action. 

12. Counseling psychologists are supportive of the 
program adoption. 

13. .Some of the counselors have their doubts about the 
value of psychological measurement but are willing 
to go along with the other counselors who are more 
supportive of the program. 

l*k The institution has counseling psychologists who 
are in philosophical agreement with the counseling 
orientation of the psychological assessment battery. 

15. There are counselors with strong disagreements about 

the philosophical assumptions under! ing the innovation. 
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CHECK ONLY THE 7. ITEMS THAT MOST APPLY 

Category D: Characteristics of the faculty 

^ 1. The questions that the faculty ask indicate that they „ 

are preoccupied with technical aspects of the innovation* 

* 2. The faculty members focus on professional goals rather 

than on ^their needs ior survival* ' 
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3. The faculty are generally informed about educational 
innovations, although there are some embarrassing 
gaps in their knowledge . 

There are one or two faculty who have some interest 
in innovation but who are low level authority persons. 

5. The faculty saem ready to commit themselves to 
adopting the innovation. 

6. The faculty are older than average and discourage 
younger faculty from remaining. 

7. The faculty are generally uninformed about educational 
innovations. 

.*■>>• 

8. The faculty are more concerned with personal re- 
lationships than professional relationships to the 
point of being .indifferent to the interpersonal dyna- 
mics within their organization. 

9. The curriculum and instruction faculty are more than 
supportive, and there is active, positive involve- 
ment on their part. 

10. The faculty make much noise about standards, content, 
and so forth. — * 

11. Many of the faculty, while not actively opposed, 
will not commit themselves. 

12. The faculty receives little reward for innovations. 

13. The faculty are completely informed about innovations 
related to their areas. 

1H. The faculty have an overly ^academic orientation. 

15. There is little focus on interpersonal dynamos 

among the faculty, either personally or professionally. 

16. The faculty are indifferent and unconcerned. 

17. The faculty are concerned not only with designing 
and carrying out effective programs, but also with 
the impact-.of these programs on students. 

lb. There is faculty agreement about adopting the counseling 
oraentation of the psycho-logical assessment battery- 
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19. There is a key faculty member who has early contact 
with students in introductory, courses, and who has 
support froR one or two older faculty, 

* * 

20. The faculty are very much concerned about their 
professional relationships and the way in which these 
relationships effect the functioning of their programs, 

21. The faculty are concerned with "self" and may 
form protective coalitions . 
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CHr.CK ONLY THE 2 ITEMS THAT MOST APPT,Y 

Category P.: Characteristics of the Administration 

1. Some willingness on the part of the dean is present , 

which will keep the program from succumbing to 
attacks from outside campus groups. 

2. The administration, in general , is conmittsd to the 

pro gram* 

3 , The administration 5s rigid, with perhaps a f ew 

per mi ss ivc a d mi n i strators . 

14. The counseling chairman for equivalent) is 

interested but has not yet committed himself , 

A 

5. The counseling chairman (or equivalent) is not 

interested in the innovation and views it as a 
threat to his own interests. 

6, The administration not only shows v indifference to 

the faculty but at times expresses intense hostility. 

* 7» The dean has no interest in the faculty and does not 

support the chairman. 

6, The leadership, positions are not elected positions. 

. 9 . The dean and department chairman are quick to 

point out that innovations are only a fan. 

10. The administration may have accepted the assessment 
battery innovation only because program changes arc 
not obvious or required. 




11. The dean is indifferent to the program hut is 
willing to let the counseling chairman for 
equivalent) take steps necessary for adoption. 

i 

12. The counseling chairman (or equivalent) 

is supportive ana actively involved in the 
adoption process. 

13. The leadership in key positions has clearly demon- 
strated an interest in constant constructive change, 

14. The administration is isolated, non-supportive, and 
non- innovative . 

15 . The dean, may have no interest in i acuity work , but 
he supports the chairman. . 

16. The dean is actively opposed to any program changes 
or innovations which take time and money. 

17. The dean is supportive of the program. 

18. The curriculum and instruction department chairman 
is more than supportive, and there is active, 
positive involvement on his part." 

19. The department chairman has a curriculum and 
instruction orientation, ;but is interested , 
able, and willing to change the institution. 
Due to his limited knowledge of counseling, he 
may often appear passive to the efforts of the 
counselor . 

20. The administration clearly demonstrates an interest 
in the faculty. 

21. The leadership in the organization does not reinforce 
innovation of. this nature. 
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TSC-B 

{for institutions adopting an assessment battery with a counseling 

orientation) 

SECTION. II 

? - 
The following TSC categories and items describe personality, leadership 
styles, and concerns of faculty, counselors, chairman, and dean. 

* •' f ' 

CHECK O NLY THE 9 ITKMS THAT MOST ATPLY. 

Category A: Persona lie v and Leadership Styles of the r.ioulty 

1. The faculty are narrow- minded* 
«• * 

2. Faculty members are. either insecure or overly. protective 

of an image .. The high risk factor is viewed as a personal 
risk. 

. 3. There is one faculty member who is genuinely concerned with 

people and^Believes that the program will help people. He 
has some support from two or three older faculty . 

14. The faculty's concerns center around students. 

5. There appear to be some faculty members who are static and 

self -involved, but there is also a group which seems dyna- 
mic and concerned with program development. 



6. The faculty are concerned with student, development , both 
personally and educationally rather than with disciplining 
students . 

7. The faculty have concern for one another. 

8. The better staff seem to -be leaving. 

9. The faculty are interested in innovation and in undergradu- 
ate programs, but arc frustrated by a slow rate of change 
and* lack of direction. ' 

* ** 

10. Some faculty may alroady oe committed to on existing inno- 
vative program, 

\ 
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11. There » is mutual trust among members of the faculty, 

12. Although many *of the faculty are only mocJbrate ' supporters, 
of the program, ' it appears that extrinsic rewards my ^ 
keep them involved, 

13. The faculty is^ interested, but if rhe department chairman 
is research oriented , they will be discouraged from ' the 
program,, . • 

. If. . The faculty are open-minded. 

15. The faculty have many outside interests. Teaching may *J 
be only a secondary family irfeome. 

16. The faculty are able to communicate across departmental 
lines, (Close physical proximity with other departments 
aids this process.) * 

17. One young, energetic, tenacious faculty member may carry ' 
the program with ..moderate support from two or three older , •! 

faculty. . . . * 

«-» , • - i 

18. ; There is one young, energetic faculty member who. has moder- : 

ate support from* a .few older faculty members and has 'access I 
to moderate support. from the department chairman and dean. 

\ 

19. The faculty are concerned* with, their own personal needs 
to the exclusion of everything else. 

20. The faculty are loyal to a common purpose and to /an or- 
ganizational structure. * : 

/ : 

21. There r s one young, energetic faculty member who feels 
intrinsically rewarded for his efforts, oven though he 
has only moderate support from a few older faculty. 

• • / * 

22 . The faculty are more concerned with the acad/?ml c image 

of the school than with student- growth. 

2B, The faculty are not, only encouraged in theli* efforts at 
innovation adoption but are given financial support for 
related educational experiences. 

• / 

2'k An atmosphere of mutual "trust among rhr faculty h.is m»t 

yet been' established ,, but there .are subgroups whioh appear 
to have established sAme degree of trnst^u ** 
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25. The faculty challenges all innovations from a nebulous, 
constantly shifting, philosophical base, in order to 
avoid change ,. 

* « 

26. There is a willingness to question the status quo and 
t initiate change if desirable. 

27. The faculty cooperate with each othe^, but a genuine 
concern for each other may be lacking. 

■ 

CATEGORY TT-A SCALE SCORE 



CHECK ONLY THE 5 TTEMR THAT MOST APPEY 

Category Bt Personality and Leadership Styles of the 
Counselors 



i 



The counselors are in open communication with each other 
and with the faculty. 

The counselors are excited about the innovation, but 
they have not previously been identified with parti- 
cular rewarding effort v 



r 



The counselors have clearly demonstrated that they lack 
the neede*d skills and personality characteristics 
for successful adoption. 

The counselors may be weak or may lack the needed 
skills and personality characteristics to optimize 
the situation, but it is difficult to mak£>'a" judgement 
on their potential at this poxnN:. 

> « 
The counselors have a professionally undesignated mode 
of operation and therefore "may be open to change . 

♦ 

The counselors appear to be defensive arid are not 
willing to "open up" with any of the staff. 

The counselors have better than average communication 
skills which aid them in their dealings with a less 
than enthusiastic faculty. 

The counselors are In general agreement oa their 
counseling approach* 
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3. The counselors are willing to bp open ana let down 
defenses even at- the cost of some psycho! ogi on! on in, 

10. The counselors are rigid and unable to entertain 
alternatives, . . 1 

11. The counselors have Concern for both students and 
staff . This concern serves as. a positive force 
against an- administration which is sometimes indifferent 

12. The>counsel ors are excited about the innovation and 
have a/ previous record of successful adoption of" 
related innovations , 

v * 

» % 

13 : The counselors are philosophically opposed to nn assess- 
ment battery with a counseling orientation, and way - • 
ha^..gr.o^ .work or analytical therapy orientation.- 

14 . The counselors appear to be primarily interested in 
developing their own approaches to. counseling. , ; 

15. The counselors strive for an honest , /friendly inter- 
personal exchange. w 

CATEGORY TI-B §CAEE SCOftF. * • * . \ 

CHEC* .ONTjY THE 9 ITEMS THAT MOST APPLY V * . 

Category C : Personality and Leadership Style of the 
*■ ' Department "Chairman T 

1 . The department chairman has not been supportive of 

change during the trial period. of the innovation (which 
is still in progress) but shows signs of giving more 
> support if there is a good chance of success. 

2. The department chairman is especially supportive of 
change during the trial period of an innovation. 
(This. support must be expressed both in terms 'of con- 
cern and interest as well as" in material backing.) 

3. The department chairman actively avoids people whenever 

possible . I 



J 



The department chairman is secure in his administrative 
position. ^ 

It appears' that the department chairman has a marked 
negative attitude towards the innovation and views It* 
as a - threat . " s ' 



> 
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i6. The department chairman is coneerneu with the survival 
and* success of- programs . 

7, The department chairman dees not appear* to be especially 
I concerned with people but otherwise meets his respon- 
sibilities. 

> 

*8 ►/""'The department .chairman is concerned with current develoj 
ments relevant to thi's^ program. 

9. The department chairman does', not appear to have a 
completely secure position. * 

-A 

10,. The department chairman views most change as a .personal 
i affront. ' 

I 

11; " The department chairman knows nothing about current 

\ developments relevant to this department and appears ' to 

I be off in another world.- , 
i ■ 
S 4 
12 J The department chairman does rfot know much , about group 

I dynamics but has asked about topics which are related > 

13. ; The department chairman seems uninformed about current 
• 1 developments relevant* to his, program but has expressed 

\ a desire to learn more- about innovations in the areal 

14. J The department chairman is concerned with people. 

(l5. • The department chairman has no special interest in the 
•innovation but is willing to back a grcup of adopters 
ML£ they can demonstrate the utility of the innovation. 

\ t 

, % . • » • 

The department chairman is aware .of affective .variables 
but does not always respond when such a response would 
a^id, communication. . 

The department chairman uses many protective cliches 
fe%g», Why change for the sake of change? Before we 
b^y any program, we must establish a sound philosophi- 
cal base, etc.). ; * ** 

\ • V / . ' 

18. The department chairman's vposition is not secure, and 
there is a small faction trying to replace him. 




97 



• 19. "The department chairjrian has a clear-cut decision making 
style and encourages open discussion. 

20. Although the department chairman is open 'to new. ideas* 
it is not clear if he intends to take, any action. 

21. The department, chairman, although usually concerned 
wjy^ staying within a rigid budget , is now showing 
signs of 'releasing some funds for innovation adoptl on. 

22.. The department has no recognized leadership. 

23, The department chairman is concerned with group dynamics/ 

2*4. The department chairman may not , view group dynamics as 
a subversive plot , hut he has stated in so/ many words 
thai? he has never been involved in "pop" culture, 

- 25 . Ttye^ de par tment chairman has open and cooperative communi- 
cation with the ctean. * * 

26 . The department chairman is concerned with the quality 
of instruction. 

27. The department chairman is primarily interested in admini- 
strative tasks , with which he has much difficulty , and 
lacks even curiosity about innovation. t 



CATEGORY 1I-C SCALE SCORE 



.CHECK ONLY THE 9 ITEMS THAT MOST APPLY. 

Category D: Personality and Leadership Style of the Dean 

1. The dean feels isolated from the students but is at- 
tempting to get some student feedback through the 
department chairman and faculty. 

2. The dean has. some concern about the success of the 

adoption, but he can hardly be described as enthusiastic, 

>_ . 3. The dean is inconsistent in decision making and policy. 

t 

4. The dean has an unpleasant personality , and ^Ls actively 

Hostile to most forms of change. 

5. The dean's position is not yet completely secure r and he 
• expresses some concern about this state of affairs. 

■ • \ , 
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* 6. The dean is willing to struggle with the vice- 
president, president and regents regarding program 
needs. * 

7v The dean is committed to the establishment of new 
programs. 

8. * The dean is -able to make decisions and use power 'to 
** k attain go'als, y » 

9; The dean has a secure position but is unconcerned about 
' security in and of itself. 

♦ 

10. The dean has no interest in program development and 

| S unaware of the minimal changes which have been made. 

*■ 

11. The dean is more concerned with the academic image oj* 

" the" 4 school than with student growth or faculty innovation. 

> 12. -Although the .dean himself, is not particularly interested 
in program development, he may become interested to the 
point of providing some backing. 

13. The dean is completely unaware of current developments 
related to his area and actively avoids them. 

14. The clean* does not help in any way" to adopt and, diffuse 
the innovation, but he does stay out of the way and 
does not impede progress. 

• 

, 15. The dean is concerned about each faculty member as an 
individual human being. 

16 . The dean is sensitive to the needs of .students * and takes 
action based upon student feedback. 

17, The dean is knowledgeable about current developments. 

* ** 

18. The dean acts as a hindrance to adoption and diffusion 
of innovation. 

19.. The dean is not willing to struggle with power figures 
. above him over the adoption of the innovation, but he 
: ,-is willing to let those below him work on the adoption. 

20. The dean is concerned with program development. 

.'21 . The dean allows innovation without? being personally 
knowledgeable or involved. (There is also some 
professional pay-off for allowing innovation.) 

22. The dean is indecisive and has no understanding of 

how to use power to. attain goals*: » * 

i 



23» The dean clearly.' communicates decisions to all parties. 

24. The dean is completely insensitive to the Vieeds of the 
, students. • * 

25. The dean has some gaps in. his knowledge about current 
developments, hut he may be open to more information. , 

26 . The dean is passive and unimaginative 1 . ' 

27. The dean has many creative ideas'- but does not push 
them aggressively enough to have action taken on them. 



CATEGORY. I I-D SCALE SCORE 
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(for /institutions adopting an assessment battery with n counseling 

orientation) * 

* SECTTON III 

Ml 

The following TSC categories and items focus on the nature of com- 
munications, using phone ca\ls, letters, and personal visits. » 

CHECK ONLY THE 6 ITEMS THAT MOST APPLY . . • * . '. 

Category At General Nature of all Communications Osed 

1, 



2. 



Communications are usually initiated by the institu- 
tion developing the innovation. 

Communications with . this institution are largely 
one-way and unplanned, with no order or sequence. 



3 . It is often the case with this institution that 
communications are not answered. 

4. When potentially serious problems have .arisen, commu- 
nications have been focused on providing resources 
for the solution of these problems.* 

5. The communication which has occurred has centered 
around 4 f acuity members T survival ,ueeds . 

t 

6. There has been an extensive interchange of questions, 
problems, and experiences. 

7 . Communications have been concerned with professional 
i ssjies . 

•9 

8. Communication is usually superficial, but £his level 
of communication may be only temporary. 

9 . This institution not only refuses to initia-^e' com- 
munication, but often appears t-o be avoiding >ny contact . 

10. It appears that .if the program fails, the blame will 
probably 5 be placed* on communication fail ures, but 
the institution is now attempting to. interact. 



191. 



11. Communications are initiated by both tho institution which 
has developed, the innovation* and the adopting institution. 

/ * » . s ' * * 

12. Much progress has bee.» de by Working with individual 
- faculty members, 

13. This institution feels comfortable with regular s * 
communication from the beginning of the adoption process. 

\ 

m. There are only weak endorsements instead of- real 
commitments. 

15. This institution refuses to spend any money on travel, 
phone calls, and sp forth, which would aid the com- 
munication process . 



If this institution actually adopts tl innovation, 
there should be contin 
\ is slow. at the moment. 



there should be continued interaction, hut interaction 



17. Looking into $ie future , you would pre<3 J :t that frequent 
communications willl be exchanged over n period of eighteen 
months to three years . 

18. There is little real, substantive com/mo cation. Evasive 
communications include remarks about the .financial sit- 
uation, -philosophical .bases, and what is going to be 
done. ' , 



CATEGORY Til -A SCALE SCORE 



CHECK ONLY THE 4 ITEMS THAT MOST APPLY. 

s # 

Category B : ' Frequency* and Nature of Letters an i Phone Calls 

-» 

1. Qnly one or two phone calls have been madr% and this 

silence corresponds to a general disinterest in the 
innovation. 1 

- 2^ In the first two months of the adoption process there 

have been six to nine, phone calls f which have been the , 
t major form of cdmmunicatior^ 

; 3. The phone communications attempted by this . ^yitution 1 

should have been taken care of during persona L visits . * 

% 4.' Letters have been used to keep record of pax rictilar 1 

commitments and questions. , r J 
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S. There has been an extensive interchange of printed 
materials . ' * • * 



6. ■ the messages sent in written form definitely should 
have been communicated by. phone. v 

. \ 

7. There have^been continuous day-to-day phone calls • n 
going* both ways during field testing, many of which . 
might not have been necessary if the institution had 
been better prepared. 

8*, Although both institutions stay in continuous * contact 
. during such events as field testing, all o^the contacts 
result in constructive 'action. * There are no wasted ** 
phone calls letters , or visits. * . . . 

9 . There will probably be* six to nine letters 'during the 
early stages of adoption and signs of a gradual increase 
in correspondence if progress is. made. 

10. Letters are* concerned with f iscal aspects of maintaining 4 ' 
the system, rather than with professional aspects^ of the 
prograTh. 

11. Little written contact has been made by this institution 
{at the most , one or two letters) , and this lack o"f 
contact appears to be indicative of their lack of sincere 
interest in the innovation. 

12. Both institution's have initiated phone calls on a regular 
basis perhaps weekly. Letters are-not sufficient to 
resolve the kinds of problems that arise suddenly in an 
institution sincerely interested in adoption and which 
need immediate solution. ' * . « 

CATEGORY III-B StALE SCORE 

» 

CHECK ONLY THE .6 ITEMS THAT MOST APPLY. . " ^ 

• ' Category* C: Frequency and Nature of Personal Visits 

, 1. visits are primarily social and give only the- impression 

of concern, where no real concern exists. Interaction 
regains superficial, but may improve later on in the 

^\ * adoption process. 

V. In your opinion the frequent' personal contacts that" the 
* institution has requested have been beneficial. The 

adopting institution has viewed the contacts as excellent 
external consultative services and definitely not * 




rassment. 
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Personal visits are avoided at all costs by this institutio 

Communication will usually involve consultation or -direct 
conference to attempt to interest or involve administrators. 

You have diseovered during a personal visit that not only 
is there a superior counseling, staff at this institution, 
but there is also a supportive curriculum and -instruction 
faculty which communicates excellently with the counselors. 

* .* ' 

If -you visited this institution now, it would 'be called 
harassment by some of the faculty, even though you have 
been there only once before; 

There has been limited correspondence. Instead, most ' 
communication has been in the form of personal visits * 
and phone calls, which have been quite productive. * 

•* 

No feedback ha* Ifcen given after the one or two visits 
that have- been made.' 

This institution uses phone calls when personal visits 
would be more beneficial in straightening out problems " 
which are slowing the adoption process. It appears that ' 
only two or three visits may occur. 

« 

When information about this institution comes to you 
(from other sources) , indicating that the adoption 
process is not going well, you hear only silence from 
the institution itself. 

* 

Any contact that this institution requests will be 
at the wrong time and for the wrong reasons. 

n 

i 

The faculty .has frequently requested visits so close to- 
gether that there. has not been enough time for appropriate 
feedback. 

Personal visits have not been common 7 but your institution 
has decided to focus on such contacts to encourage 
possible adoption. * . 

Personal visits shduld be paid to this institution, 
especially during stress times. • 

A personal visit reveals to you that there is not a 
qualified counseling staff, but that there is a curriculum 
and instruction faculty with high interest. However, the 
adoption process clearly cannot take place without, a 
personnel change and the commitment of the administration. 
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1ft. Personal visits suppl rmenteti by phono o.i 1 1 s 'hjivo 
proven to bp effective. Your institut J on has, Wen 
on cal-k«sto the adopting faculty members. 



17 . Visits have been far,, enough apart that the. faculty v 
can give feedback on the developments since the 
I'ast visit,, 

18., Frequent contacts with the institution have helped 
. promote a feeling of "we-ness" in the project develop 
ment . „ * 

' $ 

CATEGORY TTJ-C SCALE SCQRK 



y 



>TSC-B 



* (for institutions adopting an. assessment battery, with a counseling. 
% * orientation)' 



SECTION IV 



The following TSC categories and items describe "the level of 
usage of a psychological assessment batteryVwith a counseling 
Orientation. ' .» . * 



CH12CK ONLY THE H ITEMS THAT MOSS APPLY. * ' . 

* Category A: First Stages of Adoption 

^ 1. This, institution has v spme basic knowledge related 

to the innovation but further, study *will be necessary 



r 



2. 



3. 



if successful adoption ' is to occur. 

This institution has^-already talked about pilot 
testing and. modifying materials. to fit their needs; 
As a result, the institution' should develop a high 
degree of sophistication sooner than institutions 
with less ideal circumstances. 

This institution is unaware of basic knowledge 
related tp-fhe innovation J 1 ? 

This institution has minimal awareness about in- 
•novati on.' 



5. This institution has started at a low Iwel of usage , c 
but it has superior resources which will.carry.it 

/^wiftly through the adoption process, 

6. Although the people at this institution have had 
sufficient time to familiarize themselves with the / 
iyino^vation, it appears that the materials have. -not 
been examined* * r * > 

7* ^ The faculty f s idea of using the innovation* consists 
: \ of talking about the philosophical base of one part 
of it (the most irrelevant frart) . ' 



•A 



*H. This institution has more than minimal awareness 
about /the Innovation process but needs to* be more 
actively involved in taking the. initial steps for 
field testing. 
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9. The faculty have expressed a desire to use only parts 
of the program for field testing* There is a chance 
that if they are allowed to do so, enough interest 
will be generated for field testing of an entire 
program, 

lu. The product appeal must he significant to create* 

interest at this institution due to" the institution's 
many resources and involvement with the successful 
adoption of other innovations v 

11. This. institution is experienced and hak a similar 
» ' urogram already in existence. However Yin order for 

a successful adoption to occur, a commitment should 
he obtained to insure that this institutiohswAll use 
the entire' program, rather than only portionV of it, 

12. This institution has used previously designed material, 
.has examined a program already implemented at another 
institution, and is now asking questions about es- 
tablishing a program at their own institution. 



"CATEGORY IV-A SCALE SCORE 



CHECK ONLY THE. H ITEMS THAT MOST APPLY* ^ 

Category B: Predictions of Later Stages of Adoption 

J 1„ A few faculty members may achieve a level of usage 

which enables them to effectively use the Innovation 
in tneir teaching, but , it is not yet clear if the 
innovation will be used as part of a programmatic 
effort. 



9 

ERIC 



,2. You would predict that this adopting institution will 
begin its own research and refinement of innovations 
as soon , as they have developed a technical competency 
with the innovation. 

3. The faculty have asked many questions which clearly 
indicate that they are interested in innovation at 
the program level. 

4. Although this institution does show signs of ability 
to eventually develop its own innovations, it is not 
clear how they plan to use the adopted innovation as fc 
a resource* . v * 

\ 

5. For some unknown reason, the faculty act as if they 
cannot comprehend the innovation a,nd it appears that 
they will continue to remain silent rather than at- 
tempt to clarify their confusion. 
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(>. The adoption process will ntvt progress^ beyond the 
<st\\ge in which informs tion 'about the innovation is 
requested - information about value "jriunCnt ion, 
demands upon department faculty, administrators, 
and the institution as a whole. 

7. There are a few faculty who will achieve a high 
level of usage. They are now in the process of 
convincing the less than enthused majority of their 
department to adopt the innovation, These few 
faculty may be capable of exerting considerable, 
pressure for change. 

8. There appears to be little chance that this in- 
stitution will ever be able to develop its own 
innovations. * • . 

'9. The members of this adopting institution are already 
talking about future plans to serve as a source for 
further dissemination of the innovation - as an 
information source, demonstration site, etc.* - 
for other institutions. 

lu. The innovation material has been read by 'all faculty 
members, and the initial stages of planning have 
been commenced. 4 



11. The innovation material will probably never be read 
by anyone, though it may be mentioned from time to 
time to outsiders. 

12v. Although much time is spent discussing demands on 

faculty and administrators, apparently in the near ! 
future there will be a switch from the self- concerns ' 
to more active involvement in the process of in- 
novation adoption. 



CATEGORY IV-B SCALE SCORE 

CHECK ONLY THE 4 ITEMS THAT MOST APPLY. 

Category C: Organization Members 1 Attitudes Toward the 
Innovation 

1. In general, the institution's concerns are not re- 
lated to innovation. + 

2. The flexible organization structure and administrative 

policies encourage the faculty to constantly explore 
new innovations. 

108 
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3. The high interest -of the faculty has resulted in 
early plans towaft*d pilot testing of the innovation.. 

The faculty .members Nare actively interested in change 
and are particularly interested in how the innovation 
can bring about specific changes in their institution, 

5 > The few faculty who have taken over the program are 
qualified o$ly to be aggressive, The' rest of the 
Faculty have left them to claw at each other . 

fi\ The faculty's attempts to raise the level of usage 
nre stifled by restrictive administrative and or*- 
ganizationnl structures • 

7. A few faculty members have bectwne self-proclaimed 
experts and have taken over the program * It appears 
that the adoption process will not be successful unles^ 
'they share some of TT their" program. 

-8. The faculty rationalizes that they are innovative 
I because they/ can mention some program names . 

9. Unless there is a focus on certain interpersonal 
problems among the faculty members , it will be 
difficult 1?b establish any .widespread use of the 
program. , 

10 . Unless there is increased int expert on the part of 

the faculty, there will be little actual trial testing 
of the innovation. There are. a few facul^ who are 
* attempting to aroij^e this /inter est". 

11 . Tt will be somewhat difficult for the few active 

' faculty members to get the others involved in field^. 
testing, - „ 

12. All of the faculty seem equally involved in increasing 
the level of usage of the innovation. They do not 
need to be pushed. 



CATEGORY IV-C SCALE SCORE 
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(for institutions adopting an assessment battery with a counseling 
* orientation) 



SECTION V 



The following TSG categories and items describe the personalities, 
social characteristics, and academic styles of the prospective teachers. 



CHECK ONLY THE 7 ITEMS THAT MOST APPLY. . 

Category A: Personality and Social Characteristics of 
Prospective Teachers 

* v 

1. The prospective teachers have limited personal 

awareness, but* some of them appear to be seeking 
experience to increase such awareness. 



2 . \ The "prospectTve"T:eachers are completely preoccupied 

with self, and their behavior does not change with 
^ * - field experience. * ^ 

3. The prospective teachers treat each other as equals. 

4. While the institution does not reward high in- 
volvement among prospective teachers $ several of the 
faculty do seek out apathetic students and encourage 
them to become more involved. 

5. The prospective teachers have unreasonable outside 
commitments and are completely preoccupied with these 
commitments » 

6. The prospective teachers are self-centered and self- 
satisfied. 

7. The prospective teachers are already highly concerned 
about the impact of their practice teaching on their 
students. 

8. The prospective teachers do not make outside commit r 
ments* which conflict with their studies and student 
teaching. 

9. The conversations between many of the prospective 
teachers are primarily about undesirable faculty, 
but there is a small group of students who are 
discussing what' they are learning. 

110 
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*1<J» The j prospective teachers are apathetic and uninvolved. 
** (This apathy is reinforced by the institution.) 

x t . 

11. The prospective tea'chers are self - concerned during 
the entire tenure of training. While they have? 
greater task concerns than the faculty members,*, they 
generally 'delay task concerns until field experience . 

> * 

12. The prospective teachers seek out ail possible op- 
? j>ortunities to make contact with one another. 

13. The prospective teachers are eager to snare ideas 
and experiences •with* one another. 

* 

14. The prospective teachers are- very much concerned 
about. each other's welfare.. 

15. \It is difficult to judge how much the prospective 

teachers share with one another. There is a cer- 
, tain,, amount of guardedness in their interaction. 

16. The prospective teachers have no personal awareness . 

17. The prospective teachers have reasonable outside 

* > commitments , but at times they spread themselves too 
thinly. * * 

18.. There" are probably too many self -centered and self- 
~ satisfied* prospective teachers • at this institution, 
but£ there are some who do question themselves and 
appear to be involved in the .program. 

19. The prospective teachers are personally aware, jj\ 

20. The prospective teachers will not even share class 
notes. 

m* * . • 

21. The prospective teachers avoid each other .and .have 
as little contact -,as possible. ' ' „ 

CATEGORY V-A SCALE SCORE 



CHECK 



ONLY THE 7 ITEMS THAT MOST APPLY. . _ , 

Category B: • Academic Style of Prospective Teachers I* 

1. Although the graduates of this program have been 
somewhat frustrated with* the lack of "academic" ex- 
cellence in the public schools , they are beginning to 
-focus less on "standards" and more on helping students ' 
from the point at which they are. . 
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21 The prospective teachers do not hold their students 
to artificial standards which they are not ready to 
meet. Instead they strive to determine where each, 
individual child is and help him learn at his own ' 
pace. ^ 

3. The graduates of this program are often frustrated > 
in teaching and are surprised at the -lack of 

* "academic" excellence ^Ln the public schools. 

4. There are frequent' student- faculty conferences from 
which both faculty members and prospective teachers 
benefit. 



5. The prospective teachers at this institution go far 
beyond the satisfaction of course requirements and 
seek out new information and experiences on their own. 

6. The prospective teachers spendNa great deal of time 
and energy disliking teacher education, and they 
consider holding certification a social stigma . 

7. Although there are some, student- faculty conferences , 
" prospective teachers learn more from' each other than 

from the faculty. * 

* 

8. JThe attrition rate for prospective teachers is higher 
"than it should be for an institution of thiS type, 

but the faculty are working on program reforms which 
may reduce this rate. 

y . • The attrition rate is usually very high during the 
.first two years at this institution. 

lu. The prospective teachers do not feel a need to model 
themselves after particular instructors since they 
find themselves in an atmosphere which encourages them > 
to develop their own styJ.e. * • , 

11. The prospective teachers have a Tf course by course 1 *" 
attitude toward their studies- and prefer this situation, 

12. The prospective teachers are highly involved in the 
program and express much enthusiasm. 

* * 

13. The* prospective teachers are modeling themselves, 
after one or two instructors. * 



14. 



The prospective teachers avp preoccupied with 
prerequisites, courge numbers f and sequences* 
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15. The prospective teachers at this institution, do not 
dislike teaching, but they are not an enthusiastic 
group. There is a problem here that cannot presently 

• be identified. » • * ' . 

16. The prospective teachers are able to.. interact with 
a faculty who are conscious of students.' personal 
problems' and interpersonal dynamics. 

17. Many of the graduates will return to college<%ftc?r 
teaching for a . few years, t» complete a doctorate, 
join a college faculty, and perpetuate the entire 
sequence of > events . < * 

18. This 'institution is using encounter groups poorly, 
and the interpersonal relationships between .the 

i^prospettive teachers and faculty alike are suffering 
so much that there is a marked discrepancy 'between 
affective and behavioral levels. There may also be 
an absence of structure and clearly defined goals. 

.ly . While .prospective teachers may vary. from enthusiastic 

to completely disinterested, depending on the instructors 
they have, $n the whole they do not feel challenged or 
excited. • 1 - . 

20. The attrition rate at this institution is quite low. 
The students are 'selected ou, the basis of a variety 
of new criteria as well as SA^ scores and GPA, and 
they are individually guided through the program. 

21. The prospective teachers do not talk to their 
instructors or to each other. 4 



CATEGORY V-B SCALE SCORE 



CHECK ONLY THE 7 ITEMS THAT MOST APPLY. 

Category C: Characteristics of Faculty which Affect 
Prospective Teachers 

1. The faculty are rigid in their dealings with the 
prospective teachers and respond in a stylized, 
authoritarian manner. 

* 2. Although the faculty tend to be rigid in certain 

areas, they do occasionally deal with many pro- 
spective teachers- in a flexible manner. 
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The faculty need* to become morel professionally aware* 
There are a few knowledgeable faculty with* a high 
energy level who may be able to challenge the rest - 
• of the faculty to help them give the prospective • ' 
teachers the best possible program. \ 

The faculty say they are involved -with the change 
process but do not yet Jiavcthe knowledge to systemat- i 
ically adopt an innovation. * 

JChe -faculty are involved with and contribute to tne 
change process. 

* w . j 

The faculty cannot conceive of themselves or others * 
in new roles ; * * • j 

^The faculty are action-research and process oriented. ^ 

.The faculty lack energy and are not professionally 
aware. * 

-* ■> 'i 
The faculty are concerned with expanding the perception 
of both self and others. 

The faculty are not involved with the change process 
and show no signs of becoming involved. 

Some of the faculty are quite reflective , but when * .j 
• they are faced witlua new situation, their analytical 
abilities are limited. This limitation may decrease 
after they actually have the experience of adopting 
an innovation. 

The faculty are reflective and * analytical about the 
situation as it develops. 

The faculty appear to like their students, but their 
interpersonal skills lack the sensitivity required 
for productive interaction with them. 

The curriculum and instruction faculty interact 
freely with the counselors. 

The faculty do "not appear to be Interested in people. 
The prospective teachers f ind them" either remote or 
actively hostile. 

The faculty are unref lective , and* they lack the ability 
to approach a new situation analytically. • 
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17. The faculty try to minimize self- concerns, but they 
are often preoccupied with the technicalities oT 
their jobs and are not very concerned with th p impact 
of -their teaching. 

lb. The faculty, are interested m people. 

* <% 

19. The faculty have reasonable outside commitments . 

# 

2u. The faculty have much 'contact with students - hy tne 
. students choice. 

21* The curriculum and instruction faculty avoid the 
counselors . . 

» 
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Development of the Scoring System 

*• » * «' 

- » * 

and Summary oi' the Score Ranges 



/ .The rSC-A ana- TSC-B. are new instruments and norms for ^heir 

* » . * 

application have not yet been generated,' The author invites any 
institution using these instruments to share their data, so -that 
norms for future* use can be published, "it is also hoped that" 
groups of institutions will generate their own norms t . . j 

Although these instruments cannot be adequately used until 
norms are developed,* a logically based scoring system 1 is offered v 
f or -use until norms can be published / The individual items which 
were developed empirically from educational change agents' descrip- 
tions of ideal ^ marginal, and unacceptable^ institutions , were 
assigned point values- of 2, 1, and 0, respectively. 

The.^heck lists are. organized on the basis of five major scales 
and sixteen suBscales. The range of scores for the ideal, marginal, 
and unacceptable. eases" for the sixteen subscales* were based on the 
following arbitrary assumptions : 1) the ideal range of scores should 

y • * * 

be .such that? no* more than one item may be classified as unacceptable, 
and at least half of the items must be classified as ideal; 2) the 
marginal range of scores should be such that more than half of the - 
items must be classified as marginal, while the rest can be uither 
ideal or unacceptable, and 3) ^the unacceptable range of scores should 
*be su,ch that more ttfan half of the items .must be unacceptable and 
not more than one item should be ideal. Af teethe score ranges for 
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the sixteep s,ubso%Ies. were established on this basis, then the 

score ranges for the .five major scales were established. They were 

•\ * * ** 
determined by summing the lower and upper limits of the ideal , 

marginal , jjnrid unacceptable ranges within the five mn.i or categories, 

Tlnwp sums were then round eel so that the ranges wnul«J follow ^ 

oonsppwMvply . s The three score ranges for the entire test wore 

- 

determined likewise by cpmbining and rounding the -score .rnngrs 
of the Five ma^or scales . 

N * 

Seperate scoring ranges for the TSC-A and the TSC-B are listed 
below. The score ranges are divided into five major scales, snbscal 



<■ ■ . t 

nnd- totnl test ranges . 

Score Range Summary for TSC-A 

Major Seal e T „ Organization structure and related characteristics 
of the faculty and administration. 

. - Score Ranges: QytS^ unacceptable ' 

l$-39 ■ marginally acceptable 
%)-60 « ideal 

Subscalo I-A * Organ i z&t i on s tructure * ■ 

Score Ranges: 0-4 « unacceptable 

SylO ■ marginally acceptable 
11-16 - ideal 

Subscale T£B . Organization structure - social professional climate 

Score Ranges: 0-4 * unacceptable 

5-10 ■ marginally acceptable 
11-16 • ideal 
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Subseale I-C . Organization structure— faculty . 

Score Ranges: 0-3 « unacceptable 

4-9 » marginally acceptably 
10-14 «= ideal . ^ 

Subscale I-D , Organization structure--administration. 
______ _______ N 

Score Ranges: 0-3 « unacceptable 

4-9 = marginally acceptable 
10-14 - ideal 



M.i/jnr Scale II . Pensbriality, leadership styles and con corns 
faculty, department chairman and dean. 

Score Ranges: * 0-13 « unacceptable 

14-37 - marginally acceptable 
38-54 = ideal .. 

Subscale IX_A, Personality and leadership style — faculty . 

Score Ranges: 0-4 = unacceptable 

5-12 - marginally acceptable 
13-18 = ideal 

Subsoale XI-B . Personality and' leadership style- -department 
chairman. * > 

Spore Ranges: 0-4 - unacceptable 

5-12 = marginally acceptable 

* 13-18 ~ ideal 

-4 .• 

Subscale II-C . Personality and ^leadership style- -dean. 

\ 

Score Ranges: 0-4 = unacceptable 

5-12 = marginally acceptable 
13-18 = ideal 
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jMalor Scale III . Nature\ of communications using phone calls 
letters, and personal visits. 

Score Ranges: 0-8 *» unacceptable 

9-18= marginally acceptable 
19-30 = ideal 

Subscale III-A , Communications — general nature. 

Score Ranges; 0-2 * unacceptable 

3-6 « marginally acceptable 

7- 10 «= ideal , 

Subscale III-B. Communications — letters and phone calls; 

Score Ranges: 0-2 » unacceptable , 

3-4 « marginally acceptable 
5-8 « ideal 

Subscale III-C. Communications — personal visits . « 

Score Ranges: 0-3 - unacceptable 
"* 4-7 = marginally acceptable N 

8- 12 ■ ideal 



» 

Major Saale IV . Level of usage of innovations. \ .• „ 

Score Ranges; 0-7 = unacceptable 

8-13 = marginally acceptable 
14-2 4 *= ideal 

Subscale IV-A . Level ot usage of innovations— first stages of 
adoption. 

Score Ranges: 0-2 = unacceptable- 

3-4 = marginally acceptable 

5-8 * ideal " , 

Subscale IV-B . Level of usage of innovations— later stages of 
adoption. 

Score Ranges: 0-2 * unacceptable 

.... 3-4 » marginally acceptable 

5-8 *= ideal 
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Subscale IV^O. Levei^f usage o$ innovation— organization members 

Score Ranges: 0-2 >sa unacceptable 

x 3-H -= marginally acceptable 

5-8 - ideal " - * . 



Ma jor 'Scale V . 'Personalities , social characteristics , and acade-mie 
styles of prospective teachers. \ » 

Score Ranges: 0-10 * unacceptable * 

11-28 = marginally acceptable 
29-42 = ideal - 

* » 

Subscale V-A . Prospective teachers— personality and social 
characteristics. • . 

♦ 

Score Ranges: 0-3 *» unacceptable 

M-9 = marginally acceptable 
10.-14 = ideal . 

Subscale V~ft . Prospective teachers— academic style. 

Score Ranges: 0-3 ** unacceptable 

4-9 = marginally acceptable 
10-14 * ideal 

^ Subscale V-C . Prospective teacbers— characteristics of faculty 
which af f ect* prospe ctive teachers . 

Score Ranges; - 0-3 - unacceptable 

4-9 = marginally acceptable 
10-14 = ideal 

Score Range for Total Score on the TSC-A 

4 

0-55 = unacceptable v 
56-137 = marginally acceptable 
138-210 = ideal > ' 
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Score Raipe Summary for TSC-B 



Major Scale I. Organization structure and related characteristics 
of the faculty and administration. - . 

Score Ranges; j 0-18 ■ unacceptable 

19,-46 p» marginally acceptable 
47-70 = ideal 



Subsoale I-A . Organization Structure \ 

Score Ranges': . 0-4 * unacceptable - 

5-10 = marginally acceptable 
11-16 - ideal 

Subscale I-B . Organizational structure— social' prof essional 
climate. 

» 

Score Ranges* 0-4 " = unacceptable 

f 5-10 - marginally acceptable" 

11-16 * ideal 

Subscale 1-C. Organization structure-- counselors. 

Score Ranges: 0-2 ■ unacceptable 

3- 6 « marginally acceptable 
7-10 = ideal 

Subscale I-rD . Organization structure- -faculty, 

Score Ranges: 0-3 ■ unacceptable 

4- 9 * marginally -acceptable 
J * 10-14 * ideal 

Subscale I-E . Organization structure — administration. 

Score Ranges: 0-3 * unacceptable 

4-9 = marginally acceptable 
10-14 » ideal 
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Major Scale II . Personalities, leadership styles, and concern** 
of faculty, department chairman and dean. 

Score Ranges: 0-16 « unacceptable * . \ 

17-43 = marginally acceptable \ 
i+^-Bi* « ideal 

Subscale II-A , Personality and 4 c adership style— faculty. 

Score Ranges : • 0-4 - unacceptable 
* N * . 5-12 * marginally acceptable 

13-18 - ideal 

Subscale II -B . Personality and leadership style — counselors. 

Score Ranges: 0-2 - unacceptable 

3-6 - marginally acceptable 
7-10 = ideal * 

Subscale II-C. Personality and leadership style— 'department chairman. 
— * 5 ,., ' 
Score Ranges: 0-4 « unacceptable ~* 

5-12 = marginally acceptable ; 
* 13-18 « ideal ' 

Subscale Il-D. Personality and leadership style --dean. • 

Score Ranges: 0-4 = unacceptable 

S^Tb2 = marginally acceptable 
13 -iK,- ideal 



Major Scale II I. Nature of communicat ions— phone cails-f letters , 
and personal visits. . , 

Score Ranges: 0-9 - unacceptable 

10-19 = marginally acceptable 
* — 20-32 - ideal 

Subscale III-A -. Communications — general nature. 

Score Ranges: 0-3 - unacceptable 

4-7 = marginally acceptable 
8-12 « ideal ' 
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* Subscale IH-B . Conwunications— letters and phone calls. 

Score Ranges:. 0--2 = unacceptable 

3-4 »« marginally acceptable 
5-8 - ideal * 

Subscale III-C . N Conmunications — personal visits. - 

Score Ranges : 0-3 » unacceptable „ 

i 4-7 = marginally acceptable 

8-12 - ideal 



Major Scale TV . Level of usage of innovations. 

» * 

Score Ranges: 0-7 - unacceptable 

8-13 = marginally acceptable " 

14-24 * ideal , 

» * -f 

j ASubg ca le IV-A . Level of \usage. of innovations — first stages of 
adoption. 

Score Ranges: 0-2 =?= unaccepatable 

3-4 - marginally acceptable 

5-8 » ideal ' , 

Subscale IV-B . Level of usage of innovations— later stages of 
adoption. 

Score Ranges: 0-2 = unacceptable • 

3-4 ~ marginally acceptable 
5-8 - ideal 

Subscale IV- C . Level of usage of innovations — organization 
. members * attitudes toward the Innovation. 

Score Ranges: 0-2> «, unacceptable 

3-4 = marginally acceptable 
5-8 = ideal 
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Major Scale V . Personalities, social characteristics, and academic 
styles of prospective teachers .\ 

Score Ranges: 0-10 = unacceptable * 

11-28 - marginally aepeptablo * 
29-42 * ideal 

Su bscale WA , Prospective teachers --personalities and social 
characteristics. 

Score Ranges; 0-3 « unacceptable 

•1-9 « marginally acceptable 
10-lU - ideal 

8ub&oale Irrespective teachers — academic sty3c? v 

Score Ranges: 0-3 «= unacceptable 

« marginally acceptable 
10-14 * ideal 

Subscale V-C , Prospective teachers— characteristics of faculty 
which affect prospective teachers. 

Score Ranges: 0-3 - unacceptable . • 

•+-9 = marginally acceptable 
•10-14 * ideal 



Score JJ.inge 5or Total Score on the TSC-B 

0-62 « unacceptable 
H3-1S1 *= marginally acceptable 
152-232 *' ideal . 
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Suggested Sequencing of Events 

If the ratings that you have made fall into the ideal range of scores 
(138-210) for a module adopting institution, you can expect the follow- 
ing course of events to occur. These event sequences and action 
interventions have been described by practicing change agents and in- 
vestigators of the adoption-da" f fusion process. 

Awareness » • . 

— * — v 

1. The institution recognizes a need for change, or demonstrates 
tm interest in change. - 

2. Ideas and problems are exchanged" prior to the exchange of material 

•Inte rest ^ * 

— ' - - > 

3. The institution 'becomes aware of new developments that could meet 
certain needs or, the institution seeks contract to develop 
product • '* \ 

U , „ Institution makes request of R&D . „ 

5. R&D answers information requests (may include a visitation). 

6 . Materials^ exchanged: 

a) information/on availability; ' 

b) information on objectives and evaluation', and • 

o) information on .needed outlay of resources, finances, time, etc 

• & 

Evaluation • ' 

7 . Direct consultation* (evaluation of project goals) . 

8. R&D identifies and compares alternatives. 

9. Institution looks over information. 

10. R&D waits. 

11. Consultation by invitation. 

12. R&D develops, role as external change agent: 

a) extended intervisitation . Each institution looks at its own 
program; 

b) R&D" furnishes resources to- assist the institution in planning. 
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13, RSD identifies art$ works with pptential internal change agents. 
$t this point, the faculty should begin^to take on more respon 
sibility.) * 

1H. Both R&D and the institution conduct planning sessions'. 

15. Evaluation of plan in terms .of particular needs of the parti- 
cular institution. . 

• Trial ' 1 

16. Demonstration of workability of evaluated plans* 

17. "Direct consultation. 

18. Preparation for pilot testing which should include training, 
. support, evaluation. 

Steps 19-22 recycling as necessary ^ N 

19. Evaluation." ** 

20. .Additional training, workshops, 

21. r -~ Demonstration. 

22. Direct consultation. » 

23. Commencement of pilot testing. * 

24. Evaluation. 

25. Modification of procedures used in pilot testing. 
Adoption v ^ 

J26. Product acceptance. 

m - . * 

27. Institution begins adoption with, aid from RES). 

> 

28. Application of innovation by user. * 

29. Continued workshops, further training sessions in evaluation, 
dissemination and interpersonal skills. 
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ill. 1 rati fur l«nal tuition nwl maintenance. 

-Si; Further consultation, 

"12. Continued researching by institution. 

-H. RSD exits. 
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l f the ratings that you have made fall into the marginal 1 y acceptable * 
range a T scores (50-1^7) for a modulo ^adopting institution, you ran 
expect the following course of events to occur. These event sequences 
and action interventions have been described by practicing change 
agents and Investigators of the adoption-diffusion process/ 

* v. 

Awareness 

• 1 . Awareness of problem (perhaps by an individual) . 
2. Contact or .inquiry (perhaps by an individual!) . 

Information dissemination. ' . . 

Int rod tret ory overview* % . j 

Hvnl nation 

^- Direct consultation. *" ' 

G. Agreement (perhaps only by a single teacher}, 
' Trial % 

7. Demonstration (if requested) . , ' v*. 

8. 4 Training (demonstration may be included here). 

9. Little recycling of- consultation, evaluation, training and 
demonstration will be possible. 

10. , Change agent's efforts are limited by the institution. 
11 . further demonstration (if requested) . 

12* Consultation. • , 

> . » 

. « % 

13.- Completion of Field: testing and possibly positive feedback. 
Adoption ^> » 

lH, One of the following may occur: * / " 

«0 adoption of program (often in a single- cfass) ; 

b) adoption of the program after other institutions have adopted? 

o) gradual withdrawal of agent and fading of program since there 
is probably no mechanism of maintenance, for institutional i na- 
tion of rhe program. 
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program is used by Individual teachers* until a new text 
is published. 

teachers may relocate and use the innovation in an insti 

tution which is better prepared for adoption. 

There may be violation of copyright laws with respect to 

innovation. 
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IT the rn rings thnl you have made Call Into the mwpl* tsmgv 
of swrcs (O-SS) for a module adopting 1nsr$1nt ion, yon ran ex- 
pect the following course of events tfo occur . ' These event sequences 
and action interventions have been dfeBcribefl by practicing change 
agents and investigators of the adoption-diffusion process. 



Awareness 



I, An individual in the institution, hears* about an innovation. 

513 . 



Inter esl 



2. Exploratory contacts are made between R8J) and institution/ 

3. Long deliberation period before fir^i' exploratory meeting. 



Evaluation 



M . After initial contact: 



a ) thf. level of interest and/or involvement becomes suspect; or, 

b) polite responses with no commitment . Often long, drawn-out 
academic, "philosophic" discussions. 

5. .-On site visits discouraged. 

6. Collaboration attempts turned down. 
Trial 

7. There might be some half-hearted direct consultation, some 
training, some demonstration, all of .which are ineffectual. 

8. Requests for distribution of information neglected by institution 

9. Administration may mis communicate information between change 
agent and staff. 

10. The institution replies seldom or not at all . ' * 
Adoption 

11. Possibly piecemeal usage under peer pressure . " % 
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Tf the ratings that you have made fall into the ideal range of scores 
fi52-2B2)> for an institution adopting a psychological assessment bat - 
tery with a counsel ing orientation , you can expect the following course' 
of events, to occur. These event sequences and action interventions, 
have been described by practicing change agents and investigators ' 
of the adoption-diffusion process. 

Awareness 

K Faculty recognizee ;wd describes needs, * 
Interest 

2. Kxpl orntory contact is made by counselor, faculty and/or admini- 
stration. . * 

3. RiSD. follows up contact . Direct consultation , 
*K. The institution makes a request to RKJ), 

*5, R&D sends information. - * ' 

r ). The institution looks over information. 
7 r-RKD waits . 

8, R&D and institution visit one another. 

9. The nev; institution visits other institutions already success- * 
fully using the innovation, 

rvaluation ' * 

Vfl. The institution looks at its own program. 

11. RaJ) looks at its own programs . * 

12. - The institution and R&J) examine the alternatives which could 

meet the institutional needs: . . • - 

1 9 . Both the institution and RKP plan. , 
Tr i al 

IT. Tirld tt-st design of one or two alternatives is prepared. 
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15. v Demonstration and exploratory usage by the user (this helps 

-tp develop a commitment to the product and its use). 

16. Direct consultation. 

17. A mutual decision is made for pilot testing. 

* v. 

18. Both KSD and the institution prepare^ fqr the pilot testing." 

19. Training. 

20. Pilot testing begins. ' * 

21. ^dditional input sought during the pilot testing. 

22. The institution with the assistance of R&D modifies the procedures' 
used in the pilot testing. * \ 

23. Direct consultation. 
Adoption \ 

2^ ; The 'institution adopts the program. 

25* Continued workshops, further training in dissemination and 
interpersonal skills. . > . 

26. Further consultation and* research. 

27. Continued R&D. * 

i * 
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Tf the ratings thtft you.Tinve mndc fall into the .margin.nl 1 y a cc opt ab3 o 
raege of scores (03-151) for an institution adopting a psycho! oaieal ' 
a ssess mentvhattery with a counseling orientation , you can export the 
following course of, events to occur. These event sequences and 
action interventions <have been described by practicing change agents 
and investigators of the adoption-diffusion process. 

Awareness * - 

1 . Awareness of a need *For changed 
Interest 

2. Exploratory contact is made between RSD and the institution . 

3. Material is exchanged. 

Evaluation , 4 

n 

H. Institution and USD visit each other, 

5 ♦ Direct consul tati on * 
Trial 

6 > Demonstration t 

7 . One 'or two individuals commit themselves to pilot testing. 

8 . ft£D trains, residents aro trained in tf hands- on v situation. 

9. Pilot testing by one or two faculty. If it is successful,,, it 
is often due to student reaction . 



10. Direct consultation. , 

11. RXD and institution evaluate program. 

12. Recycling of the following:' evaluation, demonstration, consultation 
Adoption 

13. Staff commitment to adoption of innovation. Student opinion may 
encourage adoption, but adopt ion may be turjied down if student 
support is too strong, due to professional jealousies. 



o 
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14. Direct consultation. 

15. Modif icat i onp are made. 

16 . * There may be limited scattered use by faculty, but 1 ittle exchange 

of information. . * 



17. Special attention by RKD . 



\ 
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Tf the r,a lyings thai* you have made fnl I. into the unacceptable 4 
range of scores (0-fi2) for an institution adopting a psyohol ogicnl 
assessment battery with a counsel in'g orientation , you ran export, 
the foil. owing course of events to occur. These event sequences^ 
and action interventions have been described by practicing rlmrtge 
agents and investigators of ^jhe adoption-diffusion process . \^ 

Awareness -Interest . „ 

% 

'1 . There is a short exploratory attempt . 

2 . "Direct consultation, institution replies to RSD . 

a) there may be direct confrontation In which both institutions 
clearly demonstrate to themselves that their respective 
needs and interests are in conflict . This confrontation 
may be insulting, 

b) The institution replies that the program has merits but ^ 
' that adoption would be impractical because -the faculty is 

developing thefr own program specifically suited to their 
particular need, or that the faculty would like to develop 
• a philosophical base from which to work before considering 
* ^ adoption of the program. * 

Evaluation 

3, Restrictive time restraints are placed on RSD . 

M . The change agent should be assessing the possibilities of 
success and deciding if the effort isr worthwhile considering 
commitment of personnel, available. 'funding , time, etc The 
change agent may decide it . is not worthwhile . 

Trial 

5 . Demonstration . 
Adoption 

6* The program is abortive from the start . 
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Guidelines for the Change A^ent 



* 

If the ratings that you have made fall into the -ideal range of 
scores (138-210} for a module adopting institution, the following 
statements, based on responses of ohJnge agents and a review of 
the literature, are designed to serve as guidelines for the 
change agent. 

si 

Leadership Style of the Change Agent 

1. The change agent should feel rewarded for his efforts and 
respond to a wide range of intrinsic and extrinsic reinforcers. 

2. The change, agent must be energetic in seeking adoption. 

3. The change agent must be able to develop effective human 
relations through effective. reinforcement »and group techniques. 

«*. The chimge agent should act as a consultant to the institution. 

5 . The change agent must be ready to acquiesce leadership to an 
internal agent at the earliest possible moment. Real leader- 



ship must come 



from within at the operational stage, 



General Cognitive Skills of the Change Agent 

1. The change agent must be able to use analysis and synthesizing 
processes for decisive action. 

2. The change agent must possess a wealth of strategies that can 

^ be tried. ^ , A ( 

3 . The change agent , must be able to change the n game w plan iri terms 
of how the faculty wishes to operate. 

U. The change agent must be able to sense the appropriate level of 
intervention and must be able to change levels when necessary. 
Intervention should take place at a" level no deeper than the 
energy and resources of the institution dictate. 

5, The change agent must be very familiar with his product and its 
attributes. > 

6. The change agent must be very familiar with institutional variables. 

7l The change agent must be able to use knowledge of institutional 
variables in order to develop the program and a change strategy.' 
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General Communication and Interpersonal Skills of the Change Agent 

1. The change agent must be able to communicate effectively, 

2. TJie change agent must be in contact with leaders in his profes- 
sion at his home institution,. * ' N 

3. The change agent must have confidence in the module and be able 
to transmit this confidence. 

? . . 

4. The change agent must be sensitive to the needs, demands, problems, 
frustrations ^ and weaknesses jof users. 



5, The change agent must have sensitivity and skill in interpersonal- 
relations particularly when dealing with stressful situations. 

Relationships That the c'hange Agent Has with the Faculty 

1. A change agent must be able to communicate with the faculty. 

2. A change agent should ideally feel comfortable with the faculty, 

3. A change agent should not feel that it is necessary to be com- 
fortable with all of the faculty and must be prepared to be a 
scapegoat if necessary. 

4. A change agent must be able to enthuse* the faculty about research 
and development >so that the faculty can finally lead R&D and 
become self-sustaining, * % 

5. Initially, the change agent need only to enthuse a small number 
of the faculty, but during the evaluation, trial and adoption 
stages, it is crucial that large numbers of the faculty become 
involved, 

6. The change agent can appeal to the logic and reason of the faculty, 
emphasizing intrinsic value of the innovation. 

Relationships that the Change Agent has with the Administration 

1. *The change agent must be able to communicate with authority / 
, figures. • • 

2. Ideally, a change agent should feel comfortable with the dean and 
have an open rapport with the administration. 
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A change agent will noV feel comfortable with all ' administra- 
tion x members even in an ideal setting. ' 

The change agent must be willing to risk disagreements with the 
administration for the sake of the success of the innovation* , 
even in an ideal situation. 



\ 
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If the ratings that you have made fall into the marginally acceptable 
range of scores ( 56-Xi7) ? OT a module adopting Institution, the 
following statements, based on responses of change agents and a re- 
view of the literature, are designed to serve as guidelines for the 
change agent. 

Leadership Style of the Change Agent 

1. ' The change agent muFt have high enthusiasm for his work. 

2. The change agent must not be concerned with making a name for 
himself. 

3. The change agent must be able to respond to the level of 
enthusiasm, interest and commitment to the innovations which 

. he introduces. 

\. Thef change agent must be able to motivate key persons within 
the institution with outside rewards such as grants, aid, etc., 
since appealing to logic and reason may not be sufficient. 

5. The change agent must be prepared to accept minimal results. * 

6/ -The-.eh.ange agent must^ try. to ' imit his role to that of a 

consultant, though the job m£,y at times entail- much more work 
.and involvement. The earlier an internal agent can be located, 
the likelier the chances of a speedy adoption. , 

General Cognitive Skills of the Change Agent 

1. The change. agent must have knowledge of possible strategies. 

s 

2. The change agent must be familiar with his product and its 
attributes . 

3. The change agent must be able to use knowledge* of change strat- 
egies creatively, considering the particular institutional 
variables . 

u„ The change agent must be able to sense the "appropriate level of 
intervention, initially, interventions should be limited to a 
level which *j clearly supported by organization members. As , 
trust is established between the change agent and the organization 
the change agent may move to less certain levels of intervention. 
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5. The change agent must be able to emphasize particular properties 
of an innovation effectively on the basis of the values of the' 
organization. * 

6. The change agent must be able to develop an organizational stra- 
tegy that focuses on people as performers of functions within the 
organization , rather than as individuals involved in interper- 
sonal. relationships, if the institutional situation demands it. 

General Communication and" Interpersonal Skills of the Change Agent 

1. The change' agent must be aware of the real needs of the insti- 
tution. The reaJL needs may not correspond with the stated needs* 

2. The change agent must be able to obtain and act quickly on 
feedback from organization •members 

3. * The change agent must have use of communication channels . If 

not, then the change agent must be able to create his own means 
of communicating and receiving information. 

4. The change agent must have sensitivity and interpersonal skills, 
particularly when dealing with stressful situations * 

5. The change agent must be able to communicate particular attri- * 
butes of the product at the appropriate stages of^the change 
sequence and In the language of the users. 

*« 

Relationships That the Change Agent has With the Faculty 

1. The change agent must be able to collaborate with interested 
faculty members, especially when there is disagreement with the ' 

. administration. 

** , 

2. The change agent should be willing to work with perhaps one or 
two Interested faculty* 

• , •> » 

3. The change agent should be able to present the innovation to 
the faculty in terms ,of how well it fits into the structure of 
their teaching environment* » v 

**. 'The change agent must be able to Involve as many faculty as 
possible, as early as possible. 
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5. The change agent Should remain in contact with r* dividual, 
interested faculty," They may eventually move to more inno- 
vative organizations. 9 

Relationships That the Change Agent Has with the Administration 

1. The change agent mast be able to accept the administration's 
lack of interest in, innovation. 

2. The change agent must be able to work around and outguess 
unhelpful administrators in order to reach interested faculty* 

3. The change agent must be able to convince power holders that 
the innovation is in their best interests. 

* v 

i*. The change agent must be able tb communicate with administra- 
tors in terms of their values and norms. 

5. The change agent must be willing to risk disagreements with th 
administration for the sake of the success of the innovation. 
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If the ratings that you have made fall into the unacceptable range 
jof scores ( <1-SS ) for a module adopting institution, the follow- 
ing statements, based on responses of change agents and a review ** 
of the literature, are designed to serve as guidelines for the , 
change agent. 



Leadership Style of the Change Agent 
X* The change agent must be enthusiastic about innovation. 

2. The change agent must be energetic, since it would take 

a tremendous amount of time and. energy "orr the part of the* 
, change agent in order to make any inroads . 

3. The change agent must be well liked by his colleagues. 

4. The change agent must be able to slay with a situation which 
shows no immediate p* * .nise of success or improvement . 

5. The^ change agent must be highly persuasive and aggressive. 

6. The change agent must be able to exercise a flexible ethicality 
* in circumventing systems and peraais, even at the risk ' of 

being called unethical, slippery, dishonest and untruthful. 

7. The change agent must often be a "low key** operator to convince 
the adopters that the whole process was their idea. * 

General Cognitive Skills of the Change Agent ^ 

« 

1. The change agent must be able to identify the most advantageous 
strategy for the situation in terms of. the institutional variables 

• * 

2. The change agent should be 'oriented toward teaching research and 
enthusiastic about sharing results. 

3. The change ageitit must be able to quickly identify the "power 
structure" and Bbtain support from these persons if he is to 
meet with some success, 

U. The change agent musjt be able to obtain visibility and rewards 
for organization members who are trying out new ideas. - * 
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5, The /change agent must' be able to Ose feedback effectively . 

* 

6, If tjie situation demands i%4 the change agent must be able 
to design an organisation -Irhat is not dependent on inter- 
personal r el ations ,—but rather , on people as performers of 
functions within a system. 

7, The change agent must be aware of intervention levels and 
intervene only at levels which members of the organisation 
can understand and accept. 

General Communication and Interpersonal Skills of the Change Agent 

1. The change agent must gain access to and perhaps some control 
over communication channels, inventing new ones if necessary. 

2. The change agent must be willing to be the aggressor most of 
the time, but must be able to do so tactfully . * 

3. The change agent must be able to communicate in terms of the 
existing* norms and values of the organisation and must be able 
to present the innovation in terms of these values . 

4. The change agent must communicate directly, rather than 
depending on, second or third parties . 

5. The change agent must have high interpersonal skills . 

fn The change agent should maintain "open", communications as 
in^ch as possible . Promises of conf identiality make a^ closed 
environment even more closed. 



Relationships That the Change Agent Has with the Faculty 

1. ^N^e change agent must prove himself to be trustworthy and 

cannpt expect any immediate support from the faculty. 

2. The change agent should emphasize how many other institutions 
have successfully adopted the innovation. 

3. The change agent may wish to take the faculty to visit other 
organizations which have successfully adopted the innovation. 
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»U The rtuuitfc agent imisf be able to 'present the Innovation i n 
I he faculty in terms of how well it fits into the structure 
of their teaching environment, 

S . The change agent should develop and follow up any interest at 
nil from the faculty. 

.13 el ationships That the Change Agent' Has with the Administration 

1. The ohnngp agent should not expect support from administration 
members . 

\ ' 

2 The change agent should try to convince power holders of change 
in forms of their own self interests. 

H. The change agent should fi»d out what the administration really 
wants . * — L 

M. Initial (and perhaps all) interventions should he at ^ level 
which is non-threatening to administrators as well as to the 
organizational norms, v 

5 . The change agent must he able to outguess and subtly work abound 
unhelpful administrators. > 

f> . Thru ehange agent must . emphasize how many other institutions have 
successfully adopted the .innovation and encourage communications 
between administrators of adopting institutions and administra- 
tors of the unacceptable institution .. 
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Tf I ho ratings iHnt yon have mad fal l into the idonl ran^o wf 
scores OS2-232') for an institution adopting a psyohoT oglca! ' 
' assessment battery with a counseling' orient at i tot , the I'ollowi n g 
statements, based on responses of 1 change agents and a rev lev of 
the literature, are designed to serve as guidelines for the • 
change agent . * » 

* *• . ■ • . s 

Leadership Style of the Change Agent 

1* The change agent should have enthusiasm for his work and 
be energetic . 

2. The change agent' must be able to respond to unanticipated 
problems brought on by differential use of innovations. 

3. The change agent must be calm and flexible. 
U . The change agent must be facilitative,, 

5. The change agent must have good relationships with members of 
v the organization, 

f>» The change agent must demonstrate his concern. 
General Cognitive Skills of 'the Change Agent , 

1. The chr.nge agent should have knowledge and experience in 
counseling and curriculum and instruction areas. 

2. The change agent, must be able to' quickly analyze power struc- 
tures and motives of personnel in adopting institution and be 
able to predict individual differences in reaction to his 
innovation. 

3 .. Thle change agent must have broad knowledge of many assessment* 
^feedback programs. 

My The change agent must be able to assess institutional idiosyn- 
crncies quickly and accurately and. be flexible enough to respond 
to problems by utilizing alternative approaches. 

* 

5. The change agent must /have knowledge of priorities and criteria 
for effective utilization of the product . 
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Heneral Communication and Interpersonal Skills of the- 'Change Agent 

K The change. agent must communicate through his actions his 
concern for the situation as it evolves, 

2. The change agent must be able to main-tain objectivity in 
critical situations. 

» 

"i. The change agent must be sens H ive to the needs , demands v 
problems, frustrations, ana weaknesses of the users, 

'f. The change «gent must be able to communicate effer lively and 
freely within the organization. 

*»• Tho change agent must hove skill and training -In interpersonal 
relations. 

fi. The change agent should act as a go-between for the various 
user systems. 

Kclntionship That the Change Agent Has with the Counselor 
1 . The change agent must have the support of the counselor . 

2. The change agent should support the counselor, 

3. The change agent must have "open" nommunirati ons with the 
counsel or . 

'I. The change agent should act as a consultant and assistant to 
I he counsel or * * 
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Relationships That^/he Change Agent Has with the Administration 

1 , The change agent must be able to communicate well with author- 
ity figures. 

2, Ideally, the change agent should have an open rapport with 
administrators. 

3. The change agent may not have the support of all administrators 

4. The change agent must be willing to risk -disagreement with the 
administration at times to support the counsel or, even in an 

, ideal sit ua t \ on , 
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if lho ratings ih.>i yon have made fall into the ?yirg1un11y. nrtM'pl ,ih1<» 
ron^o of 8iW8 (hM for an institution adopting a psyohol ogjcnl 
assessment* bartery wiph a counsel ing orientation , ,1*he f ol l owing 
statements, based on responses of phange agents and a review of the 
literature „ are designed to serve as guidelines for the change a sent . 

Lendersh ip Styl o of the Change Agent 
1 - The change ngent must be calm and flexible * 
2. The change agent must be a facilitator. * 
B . The phange agent must be enthusiastic;. 

The change agent must have great confidence in the innovation. 

rt 9 

S. The change agent must be able to respond to unanticipated 
problems brought on by differential use of innovations. 

if 

ficnernl Cognitive Skills of the Change Agenty * 

1 * The change agent must have knowledge of and expedience in 
using group dynamics. * 

2* The change agent must be able to appeal to the logic and 
reason of some individual Who can carry the program. 

3* the change agent must be able to point out extrinsic rewords 
to maintain the tolerance of the rest of the staff > 

M . The change agent may need experience and background in legalities 
of the program for the dean. x 

S . The change agent must be able to identify the barriers present 
in the «?vstem ^nd possess sufficient skills to surmount these 

obsl rurr ions . 

|j . The change agent must be familiar with the use of criteria and 
priorities to determinp whether continued effort is worthwhile, 
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General Communication and Interpersonal Skills of the Change Agent 

1. The change agent must he able to maintain and strengthen 
contacts among the various users. 

2, The change agent must be sensitive to stress situations, 

3. The change agent must be skillful and trained in interpersonal 
interactions . 

4, The change agent must be aware of the strengths and weaknesses 
of the organization and its members and devise the innovation 
to "fit" the particular organization, 

5. The change agent must have skills as a group leader. 

6, The change agent must be able to present the attributes of the 
innovation in terms, of existing norms. 

> 

Relatio nship That the Change Agent Has with the Counselor 

1. The change agent must be able to collaborate with the 
counselor. J 

2. The chang/ agent should inform the counselor that a highly 
sophisticated use the innovation is not possible without 
strong departmental support.. 

3. The change agent should inform the, counselor that one does not 
have to use the ■innovation in a highly sophisticated manner in 
order to derive benefits , and there is small risk of harmful 
effects for the student or the counselor himself . 

u - Tne change agent should act as a consultant to the counselor. 

Relationships That the Change Agent Has with the Administration 

1. The change ^agent must be able to work with the department chair- 
man in relation ro the .viairman's interests and values, 

2. It may be helpful to point out to the administration how many 
other institutions have successfully adopted the innovation. 

3. The change agent should act as a go-between for administrators 
of successfully adopting institutions and this institution. 

4. The change agent should try to locate at least one supportive 
administrator as early as possible. 
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If the ratings that you have made fall into the unacceptable range 
of scores (0-62) for /an institution adopting a psychological 
assessment battery with a counseling orientation, the following 
statements, based oh responses of change agents and a sview of * 
the literature, are designed to serve as ^guidelines for the change 
agent. j 

Leadership Style of the Change Agent ^ 1 

1. The change agent must always maintain the option of pulling * 
. out graciously. * . 

2. The change agent must be willing to devote endless time and 
ener gy t o the t ask . 

3. The change agent must believe very strongly in what he is doing 

*». The change agent must not expect obvious rewards for his endea- 
vors. • - 

General Cognitive Skills of the Change Agent 

1. The change agent must be able to evaluate a completely 
negative situation when that situation exists. 

2 . The change agent must be able to estimate the importance of 
his time , re ject institutions which demonstrate .high risk, and 
not waste resources . 

3. 'The change agent must develop, as part of a product evaluative 

criteria and priorities on which he can subsequently base a 
decision to pull out or redirect his efforts at any point. 

H . The change agent must be aware of many alternative strategies . 
General Communication and Interpersonal Skills of the Change Agent 

I. The change agent must have excellent skill and training in 
interpersonal skills. 

2- The change agent must have access to communication channels or 
create new ones if necessary. 
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3. The change agent must be able to communicate in terms of 
the existing norma and values of the organization. 

H. The change ajent mult "convince organization members of his 
trustworthiness . * 

Relationship -That the Change Agent. Has with the Counselor 

I . The change agent may or may not have a collaborative rela- 
tionship with the counselor. 

H 

2. The change agent may have to win the trust of the counselor. 

3 . The change age^it should try to establish an "open 1 ' rapport - 
with the counselor, explaining all possibilities of the 
innovation in terms of the institutional variables. 

4. If the counselor is supportive and the administration is not, . 
the change agent should assist the counselor in whatever ways 
he can. 

Relationships That the Change Agent Has with the Administration 

1. The change agent will probably be treated with great mistrust 
and suspicion. 

2. The change agent must try to win support from the administration 
by explaining the innovation in terms of the administration 's 
self interests . . » 

3. Because communication channels may be inefficient and ineffectual 
the change agent should communicate directly with administrators 
and other persons within the organization ,1 in order to avoid 
miscommunicat ions . 

U. The change agent shouldn T t agree to any kind of "confidentiality? 
except when absolutely necessary, because this encourages "closed" 
communications in an already "closed" environment . / 

5 . The change agent should risk very few disagreements with the 
administration, except for the sake of the innovation, since 
the administration is probably suspicious of innovators and 
innovations . » -— . 

6 . fhe change agent should emphasize how many institutions have 
adopted the innovation and try to use peer pressure as much as 
possible to convince the institution of the value of the inno- 
vation. 
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